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ABSTRACT
LEADERSHIP COMMUNICATION:
HOW LEADER-COMMUNICATORS SHAPE A MISSIONAL CULTURE
by
Randy Willis
The purpose of this research was to discover how leader-communicators shape a
missional culture. This study was guided by three research questions: What are the
intentional practices of leader-communicators that result in the shaping of a missional
culture? What is the leadership effect of preaching on the shaping of a missional culture?
What are the characteristics of a missional culture shaped by leader-communicators?
I selected leaders based on the following criteria: (1) the leaders intentionally seek to
shape a missional culture, (2) the leaders aim to shape a missional culture through his/her
preaching/communication, and (3) the churches have a significant portion of church
members who could be described as "operatives," people who are actively involved in the
church's mission ofmaking disciples. This study utilized Appreciative Inquiry (AI), an
approach that searches for the life-giving forces of an organization. I interviewed the
leaders of three churches, asking them intentional researcher-designed questions in an
attempt to discover how leaders communicate in order to shape a missional culture.
Several findings emerged from their responses: missional churches are dri\ en by
missionary values, missional churches are active in outreach, missional churches are led
by missional leaders, missional leaders challenge the process in order to shape a
missional culture, missional leaders equip people to put their faith in action, missional
leaders create \ enues where people can participate in the missional life of the church.
missional Leaders \ alue preaching and communication as a powerful opportunity for the
shaping of a missional culture.
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CHAPTER 1
PROBLEM
Introduction of the Chapter
This chapter provides an overview of the entire study. Considering the purpose of
this research, which tlow s out of a specific problem. This chapter also provides a
theological foundation for the research. A ministr\' project, undertaken to discover
solutions to the problem, is also briefly described.
Background
"I want to change the world." I scribbled that statement on a piece of scrap paper
during intermission at a concert by Chris Tomlin, Matt Redman, and Louis Giglio on 23
February 2007. Later that night I wrote in my journal, "I don't just want to do 'pastor
things'�I want to change the world! 1 want to be a transformational leader!'" I reflected
on the passion I had when I first sensed God's call to ministry. In my journal I described
it as "a charge-hell-with-a-water-pistol kind of passion, a passion to change the world!"
In the years that followed my call to ministry, however, my idealism turned into
realism, and I stopped talking about changing the world. Perhaps as I grew older,
changing the world appeared to be a more difficult endeavor than I had originally
envisioned. Fortunately, I began to regain my passion to be a change agent in the world.
and one of the catalyzing moments was the worship experience at the concert.
Of the many challenges facing me as a change agent in the world, perhaps one of
the greatest is the need to focus on w hat God has called and gifted me to do. My role as a
leader, called and sent b\ God to change the world, demands more than simply doing my
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job and performing day-to-day ministry tasks. 1 belie\ e it requires that 1 shape the culture
of the community I lead so that the church community can. in turn, impact the world.
Bill Hybels contends. "The local church is the hope of the world and its future
rests primarily in the hands of its leaders" {Courageous Leadership 27). Leaders ought to
be changing the world. Hybels' axiom leads me to look for the most effective way for
me, as a Christ-following leader, to make an impact that will help change the world.
As I processed God's call on my life. 1 had what Hybels calls "holy discontenf
{Holy Discontent). Hybels believes "the motivating reason why millions of people choose
to do good in the world around them is because there is something wrong [original
emphasis] in that world. In fact, there is something so wrong that they just can't stand
[original emphasis] it" (23). I believed that the Church was the hope of the world, and
that I had to do something to change the world.
My gifts and passions lie primarily in the areas of leadership and communication;
however, while I have always acknowledged that these two gifts can complement one
another, I have sensed the two competing with one another for my attention. My journey
as a devoted Christ follower began in 1988 following the death ofmy mother a few
months earlier. Following my recommitment, as a sophomore in college, I began sensing
what I later understood to be God's call to ministry. At the time, I primarily understood it
as a call to preach. For the next two years, I sought to respond to that call and to prepare
myself for a life of following God.
In 1990, as I was finishing up a bachelor's degree in ministry. I discovered John
C. Maxwell, who was becoming more prominent in Christian leadership circles at the
time. Maxwell touted leadership as the key to ministry success. In the \ ears that
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followed, 1 devoted my life to grow ing as a leader. During this time, preaching took a
back seat in m> life as I became frustrated with my ability as a communicator to change
lives. Although preaching was a task 1 did every week as a pastor, it was not a priority for
me because I had come to \ iew leadership as the most important task.
In 2006, after reading Andy Stanley and Lane Jones" Communicatingfor a
Change. I regained m> passion for preaching. Stanley and Jones call for a new approach
to preaching, one that focuses on a single point rather than multiple points. This approach
has rev olutionized my preaching and dramatically increased my effectiveness as a leader,
due in large part to the emphasis on clear focus. Focus, important in communication, is
also important in leadership. Stanley argues, 'The moment a leader steps away from his
core competencies, his effectiveness as a leader diminishes" {Next Generation Leader
1 8). Nevertheless, instead of putting leadership in the back seat, I want to find a way to
integrate these two passions, leadership and communication, so that I may more
effectively shape the culture and impact the world. Hybels writes, "[CJombine good
teaching with great leadership, and watch what God will do" {When Leadership 49).
Statement of the Problem
At the heart of the problem is the reality that many churches are driven by
member values. Church members driven by member values expect their pastors to be
more focused on meeting the needs ofmembers. Churches that operate, on the other
hand, by missionary values are more focused on the people outside the church, the
mission field. In the end, member values prev ent churches from being missional.
Missional leaders desire to lead churches that embrace missionary values. Therefore, in
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order to shape a missional culture, 1 must find a framework, a process, or a way of
leading and communicating that shapes a missional culture.
The Purpose
The purpose of this research was to discover how leader-communicators shape a
missional culture. 1 selected three exemplary leaders based on the following criteria:
Their community exhibits a strong leadership and communication environment; a
missional culture characterizes their environments; and, they demonstrate a passion to
change the world. After selecting the three leaders, I interviewed them.
Research Questions
To discover how leader-communicators shape a missional culture, I selected three
research questions.
Research Question #1
What are the intentional practices of leader-communicators that result in the
shaping of a missional culture?
Research Question #2
What is the leadership effect of preaching on the shaping of a missional culture?
Research Question #3
What are the characteristics of a missional culture shaped by leader-
communicators?
Definitions
A few terms related to this study need to be defined.
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Culture, as used in this study, represents the beliefs, attitudes, and beha\ iors of
the people who make up the church, as a whole. The collective beliefs, attitudes, and
behaviors of the church shape the church's culture.
In a missional culture, the attitudes and behaviors flow out of a belief that the
church is to be an active missional agent in the world. Mission is, essentially, the main
focus of the church. It is the reason for the church's existence. The church must have a
clear sense of why it exists and then focus most of its time and energy pursuing that
mission.
I use leader-communicator in this study to highlight the importance of the
interrelated roles of leadership and communication in the shaping of a missional culture.
Context of Study
I chose three leaders who intentionally seek to shape a missional culture, aim to
shape a missional culture through their preaching and communication, and have churches
with significant portions of church members who could be described as "operatives,"
people who are actively involved in the church's mission ofmaking disciples. Each lead
pastor then selected two or three people who share similar missional values for me to
interv iew.
Morris United Methodist Church
The mission ofMorris United Methodist Church (UMC). which is located in a
small, rural, and somewhat isolated community of 1.800 people, is "to live out the grace
of God in Jesus Christ in the communit\ of seekers and believers; to be 'the church" not
only in name and beliefs but also in deed and servant ministr) ."" The church, which began
in 1841. has a long histor> of attentix eness to children and youth, as well as a strong
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global awareness. All church constituents are Caucasian, which reflects the demographics
of the surrounding community. The church has a diversity of ages, including children and
youth, with the largest age group being those in their earh 60s, some of w hom are
enjoying earh retirement and have a lot of energ> and enthusiasm. Both the church and
the communitv have a great deal of economic diversity, and while the church is
experiencing slow growth, the surrounding community is experiencing slow decline.
Economically, the community, where many farms have since closed, is struggling with a
median income level that is lower than the both the state and national levels.
Bethany United Methodist Church
The mission of Bethany UMC, which is located in Latrobe, Peimsylvania, a
community of about eight thousand people, is, "[t]o know Jesus Christ better and to help
others to know Him." Bethany Church, which has a long history ofministry activity both
in and outside the local community, has been experiencing a growing interest in mission
beyond the local community. Bethany Church, which began in 1903, is currently
experiencing slow growth and has about 650 members, people of mixed ages with a fair
number of young families, who are mostly Caucasian, which is a reflection of the
demographics of the surrounding community. The demographic makeup of the
congregation is fairly representative of Latrobe, which is located on the outskirts of
Pittsburgh.
Ginghamsburg United Methodist Church
The mission ofGinghamsburg UMC. which is located in Tipp City, Ohio, is to be
a place "where God grows hope one life at a time." The church focuses on being a
multicultural community. Approximately 90 percent of attenders are Caucasian with the
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remaining attenders being African-American. Hispanic, or Asian. The church reports
their age demographics to be 15 percent under the age of 21, 30 percent ages 21 to 39, 40
percent ages 40 to 45, and 15 percent ov er age 55. Ginghamsburg is a growing
congregation, and their two fastest grow ing worship communities right now are a
worship venue for food pantrv clients and a recovery community. Ginghamsburg Church
grew out of a revival in Vandalia, Ohio, in 1863 with B. W. Day as the evangelist.
Following Day's visit to Vandalia, Day traveled north to the small town of
Ginghamsburg. Day's revival resulted in ten conversions and the start of a new church.
From the beginning. Day communicated a vision that Ginghamsburg Church would have
a worldwide impact. The church responded to the vision and has always viewed itself as a
teaching church. Nearly thirty years ago, Michael Slaughter was appointed pastor of what
was then a small church. The church has grown to be a place where five thousand people
now worship weekly. According to the church's Web site, the church has remained
focused on three things throughout its history: "bringing people in. building them up and
sending them ouf ("Explore Ginghamsburg").
Methodology
This study utilized Appreciative Inquiry (AI), an approach that seeks to discover
the "life-giving forces" of an organization (Cooperrider, Whitney, and Stavros xiii). In
interviews, intentional, researcher-designed questions were asked of church leaders of
three churches in an attempt to discover how leader-communicators shape a missional
culture. These questions sought out key stories from the interviewed leaders.
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Theological Foundation
Communication is important, particularly in the Christ-following community
where people are formed b> hearing God's Word. Paul wrote to the Romans, "[F]aith
comes from hearing ... the Good News about Christ" (Rom. 10:17, NLT). The Scriptures
are full of examples of leader-communicators shaping a missional people, including the
following.
Creation
Words create worlds. In fact, the opening words of the Scriptures report, "In the
beginning God created the heavens and the earth" (Gen. 1:1). Immediately following,
readers are also informed that the earth is described as being "formless and empty" (Gen.
1 :2) and that "the Spirit of God was hovering over the surface of the waters" (Gen. 1 :3).
Then, the writer tells the story of how God spoke creation into existence.
Worth noting is the fact that the phrase "God said" appears thirteen times in
Genesis 1, the Bible's opening chapter. This phrase is "a divine word of command that
brings into existence what it expresses" (Wenham 18). On each occasion, God speaks
creation into existence. God literally shapes creation through language. "God said, 'Let
there be light." and there was light'" (Gen. 1 :3).
Eugene H. Peterson notes the value of words in Genesis:
"Everything we think and do and feel is material in a building operation in which
we are engaged all our life long ... Our speech and our actions and our prayers are
all ... invoh ed in this vast building operation comprehensively known as the
Kingdom of God"" (19).
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Words are important in the shaping and building of culture. The \ alue of communication
can be seen in God's act of creation.
Moses
Few leaders are more important in the Scriptures than Moses. Moses rose to
leadership in a time when God's people found themseh es suffering from four hundred
years of slavery at the hands of their Egyptian oppressors.
Readers are introduced to Moses in Exodus 2. The first thing readers learn about
Moses, as an adult, is that he wants to change the world for the Israelites. While Moses'
first attempt at intervention, which includes the commission of a murder that forces him
to become a fugitive, his encounter leaves an indelible mark on his life. Years later, while
Moses is working as a shepherd, God interrupts Moses' life in the wilderness at Mount
Sinai. Moses' encounter with God at the burning bush results in Moses becoming the
leader-communicator who would lead God's people out of slavery and bondage to Egypt
and shape God's people for generations to come.
An important part ofMoses' leadership involved teaching people God's
commands. The book ofDeuteronomy, which Peterson calls "a sermon." or more
accurately, "a series of sermons" (295), is, essentially, a collection of God's teaching that
Moses passed on to the people, preparing them to complete the mission given them by
God.
Deuteronomy is not only a sermon, however; it is also "'a stand-alone book on
leadership" (Maxwell 201). Maxwell writes that Deuteronomy "is largely the story of a
leader . . . who challenges a new generation to embrace and implement a God-given
vision for the Promised Land" (201).
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Deuteronomy includes the word "commands" forty-eight times. Moses declares.
"Do not add to or subtract from these commands I am gi\ ing \ ou. Just obey the
commands of the Lord your God that 1 am giving you" (Deut. 4:2). Further, Moses states,
"If you obey all the decrees and commands 1 am giving you today, all will be well with
you and your children. I am giving \ ou these instructions so you will enjoy a long life in
the land the Lord your God is gi\ ing you for all time" (Deut. 4:40). Moses sought to
shape the wa\ people li\ e through the teaching and communication of God's Word.
Moses knew that if God's teachings were going to go beyond the surface and
penetrate people's lives, he would need a system for getting God's commands deep into
every heart. This kind of thinking led Moses to instruct families to make God the center
of their lives. Moses challenged God's people to commit themselves wholeheartedly to
God's commands, repeating them again and again to their children. Moses encouraged
them to talk about God's commands constantly, specifically, "when you are at home and
when you are on the road, when you are going to bed and when you are getting up"
(Deut. 6:7). Further, Moses instructed, "Tie them to your hands and wear them on your
forehead as reminders. Write them on the doorposts of your house and on your gates"
(Deut. 6:8-9).
Arguably, the words that have shaped more cultures than any others are the ten
commandments, which Moses communicated. After offering ten commandments. Moses
warned his followers, "You must be careful to obey all the commands of the Lord your
God. following his instructions in every detail. Stay on the path that the Lord > our God
has commanded >ou to follow." Moses taught that the people that if they lived according
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to God's commands, they would "live long and prosperous li\ es in the land \ ou are about
to enter and occupy" (Deut. 5:32-33).
Deuteronomy is Moses" final sermon. Moses hoped that by communicating the
vision entering the Promised Land over and o\ er that they would eventually catch the
vision. Perhaps a key \ erse in Deuteronomy might be: "He brought us out of Egypt so he
could give us this land he had sworn to give our ancestors." (Deut. 6:23).
Nehemiah
Like Moses, Nehemiah. a king's cupbearer turned leader, became mobilized for
action when he learned something needed to be done on behalf ofGod's people. For
Moses, the realization was the slavery and oppression of God's people. News that things
were not going well in Jerusalem catalyzed Nehemiah to action. After hearing a dispatch
of bad news, Nehemiah found a way to go to Jerusalem so that he could help rebuild the
walls around the city. Rebuilding the walls was no small task. Nonetheless, the task was
completed in amazing time�fifty-two days. Maxwell summarizes Nehemiah's story:
"The man saw a need, rose up, captured a vision, laid a plan, and mobilized others to join
him in his cause" (573). The task required a leader with courage and an ability to
communicate in a way that would inspire action.
Nehemiah, in his opening words to local leaders in Jerusalem, said, "You know
very well what trouble we are in. Jerusalem lies in ruins, and its gates have been
destroyed by fire. Let us rebuild the wall of Jerusalem and end this disgrace!" (Neh.
2:17). Maxwell notes, "Without the ability to communicate, a leader trav els alone. No
one will catch v our v ision unless v ou first transfer a picture of it into his or her heart""
(80). The task was no doubt difficult for Nehemiah. The people had grown used to the
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fact that the walls around the city were damaged. "It took an outsider to assess the
situation and rally the people to renewed efforts" (Yamauchi 690).
Almost immediately upon beginning the work of rebuilding the walls around
Jerusalem, opposition arose from surrounding regions by people who did not want to see
Jerusalem's walls rebuilt; however, Nehemiah responded with prayer and perseverance.
Nehemiah encouraged wear\ leaders, "Don't be afraid of the enemy! Remember the
Lord, who is great and glorious, and fight for your brothers, your sons, your daughters,
your wives, and your homes!" (Neh. 4:14).
Nehemiah, keeping the lines of communication between himself and the people
open, also communicated practical instructions that would help the people complete their
task successfully: "The work is very spread out, and we are widely separated from each
other along the wall. When you hear the blast of the trumpet, rush to wherever it is
sounding. Then our God will fight for us!" (Neh. 4:19-20).
When Nehemiah learned that some of his people were oppressing their sisters and
brothers, he confronted them: "What you are doing is not right! Should you not walk in
the fear of our God in order to avoid being mocked by enemy nations?" He challenged
them, "You must restore their fields, vineyards, olive groves, and homes to them this very
day. And repay the interest you charged when you lent them money, grain, new wine, and
olive oil" (Neh. 5:9, 1 1). As distractions attempted to dislocate Nehemiah's focus, he
resisted: "I am engaged in a great work, so 1 can't come" (Neh. 6:3). In the end,
Nehemiah successfully led the people of Jerusalem in the rebuilding of the walls around
their city.
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Paul
The Apostle Paul was one of the most significant leaders in the early Church. As a
writer of a large portion of the New Testament, he continues to shape missional Christ
followers to this day.
For Paul, a missional life begins with surrender. Complete surrender was certainly
his personal experience. He writes, "My old self has been crucified with Christ. It is no
longer I who live, but Christ lives in me"" (Gal. 2:20a). Paul, in turn, pleads with others to
surrender their lives to God. Paul writes, "I plead with you to give your bodies to God
because of all he has done for you. Let them be a living and holy sacrifice�the kind he
will find acceptable. This is truly the way to worship him" (Rom. 12:1). Paufs language
is that of a person on a mission for God. Paul understands that for Christ followers to be
missional, they need to allow God to transform them into a new people so that they can
know and fulfill God's will. Paul clearly wants Christ followers to be missional people
who live out their faith, people whose lives are characterized by faith in action.
In both Romans 12 and 1 Corinthians 12, Paul offers practical application to the
life of faith. Paul fleshes out the meaning of being the hands and feet of Christ in the
world: "The human body has many parts, but the many parts make up one whole body.
So it is with the body of Christ" ( 1 Cor. 12:12). Maxwell, on the importance of the body
in a leaders' understanding, contends. "Leaders aren't supposed to do all the work of the
church, but are to effectively broker the talent on their team. Good teams use e\ er> gift
and enjoy both unity and diversity"" (1403).
In Ephesians 4. Paul builds on the concept of the Church as the body ofChrist b>
discussing the role of leaders in a missional culture. According to Paul, the responsibility
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of church leaders "is to equip God's people to do his work and build up the church, the
body ofChrist" (Eph. 4:12). Again, "Paul uses the metaphor of a human body to help
leaders and followers better understand the church" (Maxwell 1434). The lesson for
missional leaders is that the only way for the church to be fruitful in its mission is for the
entire body�head, hands, and feet�to work together. Leaders have a unique role, not to
do the ministry but to equip others to join them in the mission.
Paul was clearly a missional leader. Once standing before King Agrippa, Paul
conveyed the story of his conversion. He told of Jesus* words to him: "Now get to your
feet! For I have appeared to you to appoint you as my servant and witness. You are to tell
the world what you have seen and what I will show you in the future" (Acts 26:15-16).
Everything Paul did and communicated seemed to flow out of his sense ofmission.
Jesus
The Scriptures are replete with examples of missional leader-communicators.
Clearly the best example of a missional leader-communicator is Jesus, the Son of God.
John's biography of Jesus picks up on the language of Genesis and talks about Jesus in
these words: "In the beginning the Word already existed. The Word was with God, and
the Word was God" (John 1:1). John continues. "The Word gave life to everything that
was created, and his life brought light to everv one" (John 1 :4). Jesus, Word of God made
tlesh, shapes missional cultures and instills missional \ alues in his body, the Church.
Missional culture-shaping communication is perhaps no more evident than in
some of his fmal words to his disciples. Matthew concludes his Gospel by providing the
reader with the image of Jesus, the leader of a new communit\ . communicating with his
followers and shaping a missional culture. Jesus' message is \ er\ concise and to the
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point; in the Greek text. Jesus" statement is only lift) words (Smith 336). Jesus sends his
followers to shape a missional culture.
The elev en disciples meet Jesus on a mountain in Galilee where Jesus commands
his disciples:
1 have been given all authorit) in heaven and on earth. Therefore, go and
make disciples of all the nations, baptizing them in the name of the Father
and the Son and the Holy Spirit. Teach these new disciples to obey all the
commands I have given you. And be sure of this: I am with you always,
even to the end of the age. (Matt. 28:16-20)
Jesus" fmal instructions to his disciples involve sending them throughout the world with
the task of reaching and forming others to become Christ's disciples.
Commonly called the Great Commission, Jesus challenges his followers simply to
make disciples. Interestingly, Jesus' statement does not appear to be only an evangelistic
challenge but also a challenge to shape the culture. Discipleship is the focus. Jesus
charges his followers with "not only what to do about people outside but especially what
to do with people inside the new community" (Smith 338). Shaping a culture is an
ongoing process, involving the people who are part of the new community as well as
people the new community is serving and reaching.
Jesus describes, in succinct terms, what will be expected of the new community.
They are expected to make disciples. Disciple making is by no means a passive endeavor.
Jesus specifically tells his disciples to "go and make disciples,"" thus indicating, "making
disciples involves going"" (Keener 400). The going indicates action, and it "underscores
the urgenc> ofmaking disciples"' (Smith 338). As a result, the mission now becomes "a
world-wide mission"" (Filson 305).
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Jesus" charge to his disciples uplifts the role of communication, both "the initial
proclamation of the gospel"" and also "the arduous task of nurturing into the experience of
discipleship"" (Hagner 887). "The making known is to be seen as a key part of the new
divine initiative"" (Nolland 1266). Shaping a culture begins with the act of
communication. In the days following his resurrection, Jesus prepared his followers to
change the world by shaping a missional culture. Jesus" communication played an
important role in his shaping of a missional culture.
In Matthew's Gospel, Jesus is the teacher. At the conclusion of the Gospel. Jesus
commissions the disciples to teach. Rather than passing on information, the disciples are
instructed to teach disciples to obey all the commands Jesus taught. "To "make disciples*
is not complete unless it leads them to a life of observing Jesus" commandments""
(France 415). "The purpose of this continuous Christian education is to effect real
obedience to Chrisf
*
(Filson 306).
Jesus* instruction to teach new disciples to obey his commands highlights the
value of communication. Communication is, and always has been, a vital part of the
shaping of a missional culture in a Christ-following community: however, it is not simply
the teaching of commands, that is, information. The purpose of the information is,
ultimately, transformation. Communicators must teach disciples '"to obey."" not simply
inform them about "the commands."" The message is clear: the new community is to be a
missional community.
The discipleship process requires teaching, the teaching of disciples. A disciple is
a ""learner*" (Hagner 887). For the Christ-follow ing communit} the purpose of the
teaching is not simpl> the commandments. ""Throughout Matthew" s Gospel Jesus
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proclaims that all the Law and the Prophets add up ... to the higher righteousness" (Smith
340).
Rather than instructing the disciples to go and make disciples of individuals. Jesus
seems to have a bigger picture in view. Jesus challenged his followers to make disciples
of all the nations, all people groups. As new disciples are reached, they are to be baptized,
that is, incorporated into the life of the community. Baptism is "an act of initiation and
conversion" (Keener 402). Jesus wants his followers, now the leaders of a new
movement, to go and shape a missional culture, one that continually invites and includes
new followers and sends them out for ministry. Shaping culture is an ongoing cycle. The
good news is that Jesus promises to be with the missional community to the end of the
age.
Summary of the Chapter
This chapter provides an overview of the entire study. The purpose of this
research was shown to flow out of a specific problem, that is, how leader-communicators
shape a missional culture. This chapter also provided a theological foundation for the
study found in the Scriptures. Finally, this chapter describes briefly a ministry project
undertaken to discover how leaders communicate in order to shape a missional culture.
Over\ iew of the Study
Chapter 2 reviews literature related to organizational culture and transformational
leadership.
Chapter 3 offers a detailed description of the methodology used to conduct this
research, including population and sample, instruments, and data collection.
Chapter 4 reports the findings of the research.
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Chapter 5 discusses the major findings of the research, which includes a
presentation of pastoral implications, an ev aluation of the study, and suggestions for
future research.
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CHAPTER 2
LITERATURE
Introduction of the Chapter
The purpose of this research was to discover how leader-communicators shape a
missional culture. This literature review focuses on four key areas: culture, missional
culture, missional leadership, and culture transformation.
A discussion of culture in general must precede learning how to shape the culture.
Every organization, every church, has its own culture. Because the culture determines the
organization's behavior, leaders must understand the culture of the organizations they
lead, in order to lead the organizations to be more effective in their mission.
When leaders know what culture is and understand its value, they can more
specifically focus on a particular kind of cuhure. This literature review focuses on the
shaping of a missional culture. At the heart of this study is the development of a
missional culture in which a congregation becomes more fully engaged in the mission
and ministry of the church.
With an understanding and appreciation of culture, as well as a clear idea of the
type of culture leaders want to shape, a missional culture, leaders can begin to consider
how leader-communicators shape culture. When leaders have a sense of the culture of the
organization and a grasp of w hat a missional culture is, the question becomes how to
shape such a culture. The ultimate purpose for shaping a missional culture is to lead a
congregation to become more fully and activ ely engaged in the mission of the church.
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Culture
Culture is even, where. ��Ever}'one lives in the context of a culture of cultures"
(Guder et al. 1 13). People are "surrounded by culture" (Belasco 202). Culture is at e\ ery
level in the world. Culture is also tluid. Leonard 1. Sweet describes the current culture as
an "aquaculture." stating. "1 fully expect to wake up in a different world than the one I
went to bed in" (AqiuiChurch 15). While perhaps an exaggeration, the world is changing
at an ever-increasing pace. Alan Roxburgh and Fred Romanuk confess that this pace of
change "makes a lot of us feel like immigrants in a new land" (23). This shift of culture
"amounts to a kind of ecclesial future shock, where we are left wandering in a new world
we can't recognize anymore" (Hirsch 16). The term "culture shock" comes to mind here.
a term missionaries use "to describe the collision of the familiar with the unfamiliar"
(Creps21).
Due to the importance of the role culture plays in organizational life, leaders need
to be aware of culture, the culture of the organizations they lead, and particularly for
church leaders, the surrounding culture, the culture they are called to impact.
"Organizational culture shapes how we think about and see the world" (Roxburgh and
Romanuk 22). For church leaders entrusted with leading congregations to engage and
transform their surrounding culture, the need for cultural awareness and understanding is
great.
Culture includes all of the "forces that shape a society or a w ork place," according
to Terrance E. Deal ( 1 ). "It is a potent shaper of human thought and beha\ ior within
organizations and e\ en beyond its boundaries" ( 1 ). Anthonv B. Robinson proposes an
anthropological understanding of culture, writing that it is the result of "the thick network
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of s\ mbols, language, and behaviors that characterize and define a human communit>
"
(12). The culture of an organization is the result of its core symbols, words, stories, and
behaviors. Values also play a crhical role in a culture. In fact, Fairholm writes. "Cultural
values bind people together in a unit) far more effecti\ ely than do formal organizational
charts, mission statements, or procedures manuals" (28).
Robert Lewis and Wayne Cordeiro suggest, "Culture announces its identity
through everything you do. The values of your culture . . . shape the feel, behavior, and
attitude of a congregation more than anything else > ou do" (41). John P. Kotter defines
culture as the "norms of behavior and shared values among a group of people" (148).
Several levels of culture exist beginning with the larger culture of a geographical region,
which often includes multiple subcultures. Every organization also has its own unique
culture as well. Culture is simply "the way we do things here" (Deal and Kennedy 4).
Darrell L. Guder et al. describe culture as "[a] particular people's view and way of life"
(151). Similarly, Lewis and Cordeiro describe culture as a lens through which life is
viewed (12). "The law of the cuhure outweighs any other law" (Belasco 200). Culture is
vitally important.
"Culture's primary function in organizations," suggests Deal, "is to give meaning
to human activity" (2). Terrence E. Deal and Allan A. Kennedy have extensively studied
corporate culture. They contend that "strong culture has almost always been the driving
force behind continuing success in American business" (5). They note. "[T]he people
who built the companies for which America is famous all worked obsessi\ ely to create
strong cultures within their organizations" (8). These leaders understand the importance
and value of creating culture in an organization.
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In their extensive study of "visionary companies," companies that hav e stood the
test of time, .lames C. Collins and Jerry 1. Porras describe man> of these companies as
"cult-like cultures" (121). In such cultures, the authors identify four characteristics:
"ferv ently held ideology." "indoctrination." "tightness of fit," and "elitism" (122). These
strong cultures, which "tend to be more demanding of their people than other companies"
(121). permit "a companv to turn people loose to experiment, change, adapt, and�above
all�to act" (139). While using such cuh language in a church setting might be unwise,
the point is well taken. The shaping of a strong unique culture is a worthy undertaking.
Deal and Kennedy list five elements of culture. The first element, "business
environment," revolves around the company's primary task. It is the most important
factor "in shaping a corporate culture" (13). "Values," the second element, represent the
organization's basic beliefs, which give the organization its identity and, therefore, are at
"the heart of corporate culture" (14). "Heroes" are a third element of culture. Because
heroes "personify the culture's values," they become important "role models for
employees to follow'" ( 14). "Rites and Rituals.'" the fourth element, are important in that
they determine what the company does every day. The final element Deal and Kennedy
propose is what they term "The Cultural Network." This network is not necessarily the
official communication structure of the organization, but it is the "primary means of
communication within an organization"" (14). Leaders would do well to pay attention to
this network and find \\ a\ s to use it to help shape the culture of the organization.
While Deal and Kennedy specifically write about corporate culture, the same
elements can akso be obser\ ed in church cultures. Just as ev ery company has its own
unique culture, so do congregations (Weems 18). "Congregations are organizations."
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Roxburgh and Romanuk. write, "and like e\ ery other organization that has ever existed
they form their own particular kind of culture" (21 ). Lewis and Cordeiro state, "fCJulture
is to the church what a soul is to the human body [original emphasis]" (xxi). Culture
determines the actions of an organization.
Just as corporate cultures seek to intersect w ith the surrounding culture in order to
disco\ er a need in order to make a profit, churches also must intersect with the
surrounding culture, not to make a profit but to connect with it in order to communicate
the timeless message of the gospel. When corporate cultures fail to keep up with the
changing culture, they begin to lose money, but when churches fail to connect with the
surrounding culture, they begin to plateau, shrink, and, eventually, die. Neither is
effective in their respective mission. Businesses that are losing money may be easily
convinced that a problem exists that must be addressed. Churches are not so easily
convinced, partly because their culture has turned inward and they have lost sight of the
surrounding culture to which they are called. "Over time," Roxburgh and Romanuk
argue, "organizational culture tends to develop an assumption in its members that the way
it operates is the way things ought to be" (22). What began as a "life-giving form can
become a barrier to seeing and adapting to the challenges of a changing cultural context"
(22). Indeed, shaping the culture of a complacent, inward-focused congregation so that it
can be faithful to God's mission is a challenge.
Missional Culture
Armed with a basic understanding of culture, the discussion now turns to a
particular type of culture, a missional culture. In order to shape a missional culture.
leader-communicators must be intentional. "The aim of the church is not simpK to make
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a gi\ en culture more just or more caring, but to shape a people into an altemati\ e way of
life" (Guder et al. 152). This way of life is often countercultural.
Church culture matters. Lewis and Cordeiro write. "Church culture is
foundational to the life and witness of ever> church*" (2). In fact, it is "the most important
social reality in your church" (3). The problem is "[t]he church has not responded well to
these changes** (Breen and Kallestad, Passionate Church 18). Michael Breen and Walt
Kallestad argue that many churches have become a "purveyor of goods and services"*
(133). They suggest that churches must study the surrounding culture in which they live
and be intentional about communicating the gospel "in a real and relevant way that
reaches unreached people where they live"" (25). An important part of a missional culture
is a commitment to understand and intersect with the surrounding culture. "Cultural
interpretation and intersection are leadership responsibilities*" (Martoia 1 7). Leaders must
help churches begin to understand their surrounding culture.
Writing about the current challenges the church is facing, Reggie McNeal
describes the "collapse of church culture"' {Present Future 1 ). Once an influential entity
in North America the Church has now become largely ineffective. McNeal ascribes this
loss of influence to a loss ofmission: "Unfortunately the North American church has lost
its influence at this critical juncture. It has lost its influence because it has lost its identity.
It has lost its identity because it has lost its mission"" (18). Similarly, Guder et al. point
out, "[Njeither the structures nor the theology of our established Western traditional
churches is missional"" (5). Part of the problem is that "historically, the church has
defined itself in institutional [original emphasis] terms,"" according to Michael Frost and
Alan Hirsch (\i). They assert, "[T]he church should be missional rather than institutional.
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The church should define itself in terms of its mission�to take the gospel to and
incarnate the gospel within a specific cultural contexf
"
(xi). The need is to shape a culture
that is dri\ en by a sense of mission.
Man>' church leaders, sensing that something is wrong in the church, have sought
to develop models and structures to fix the problem. However, "[tjhe need is not a
methodological fix." but a "missional fix" (McNeal, Present Future 18). In order for the
church to regain influence in its community, it must reconnect to its surrounding culture.
George G. Hunter, III appears to affirm McNeal's line of thinking in his discussion of
"apostolic" churches. Such churches understand themselves to be sent by God on
mission. These churches are characterized by having an outward focus. Because the
natural tendency for congregations is to settle and turn inward over the course of time,
apostolic leaders must continually reinforce the mission of "the church as a body of
people sent on a mission" (Guder et al. 80). This understanding derives from a view of
God as a "missionary God." People who hold such a view tend to see themselves "as a
'sent people"" (4). Following Jesus' resurrection, he informed his disciples. "As the
Father has sent me, so I am sending you" (John 20:21). Churches with a missional cuhure
view themselves as "a sent church," that is, "a movement of God through his people, sent
to bring healing to a broken world" (Frost and Hirsch 18). People in a missional culture
see themselves as a sent people, a people on a mission. Leaders of apostolic churches
"believe that they and their churches are 'called' and "sent" by God to reach an
unchurched pre-Christian population" (Hunter 28). Frost and Hirsch belie\ e such
churches are "far and away the most potent force for transformational change the world
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has ever seen" (17). Missional churches want to change the world by making disciples of
Jesus Christ for the transformation of the world.
For many turnaround churches that ha\ e been inward focused for a long time,
ho\\e\ er, the challenge is tremendous. Congregations must be transfoiTned through a time
of "reinventing or rediscovering the church" (Guder et al. 77). McNeal discusses the
importance of developing a "missional spirituality," which "requires that God's people be
captured by his heart for people, that our hearts be broken for what breaks his. that we
rejoice in what brings him joy" {Present Future 27). At its core, McNeal believes, being
missional is about taking "the gospel to the streets" (42). People on mission go to the
people whom God has called them to reach.
McNeal believes the mission of the Church is "to join God in his redemptive
efforts to save the world" {Present Future 19). Therefore, the church's focus must turn
from getting people to come to the church to going out into the community where the
people are. McNeal describes this change as a "shift from church growth to kingdom
growth" (20). Such a shift requires a renewed sense of love and compassion for the
surrounding culture (27). The primary task of the church is to be the physical body of
Christ, to embody Christ through their actions, and to be the transforming presence of
Christ in the world. As the body of Christ, churches ought to be like Christ, who came "to
seek and to save that which was lost" (Luke 19:10). William H. Willimon writes, "It is
the nature ofGod to reach ouf (239). IfGod's nature is to reach out. missional leaders
believe reaching out must become the church's nature as well.
Unfortunately, many people view mission simply as one of the church's
programs; however. Willimon right!) notes. "The mission of the church to embody the
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good new s to the w orld is not an activity of the church, but rather is the church"" (240).
Similarh . Frost and Hirsch state. "Mission is not merely an acti\ ity of the church. It is
the \ er>- heartbeat and work of God"" (18). "[M]ission is not just w hat the church does
[original emphasis]; it is what the church is [original emphasis]"" (Guder et al. 128).
Missiology is an important part ofmissional cultures. McNeal proposes "that
missiology come into prominence, both as a theological pursuit and as a guiding
operational paradigm'" {Present Future 50). Missiology is "our sense of purpose in the
world"" (Hirsch 143). "Only people without a missiology disdain attempts at being
culturally relevanf (McNeal, Present Future 51). Churches with a strong biblical
missiology are much more likely to engage the surrounding culture in ministry than
churches without a strong sense ofmission.
Two opposing sets of values tend to be in operation in churches. McNeal refers to
them as "member values" and "missionary values." Member values lead to a focus on
"member services," "church real estate," and "church programming,"" whereas missionary
values are about the needs of people outside the church. "Member values clash with
missionary values'" (Present Future 65). The two sets of values are not complementary.
At stake here is the issue of the church's focus. Willimon says, "The church
exists, not for itself, but rather to save the world by announcing the advent of a new
world"" (234). Guder et al. add, "The experience of Christian togetherness is not simply
for the benefit of those who choose to participate in a Christian community"" (148). Such
a community, according to Guder et al. "can never be an in-house enterprise, for such
love is contagious and overflowing"" ( 149). People in a missional culture li\e not for
themselves but for others. Li\ ing for others is a value that comes with maturity.
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according to H\bels, who suggests that, "over time. Christ-followers should in fact begin
to look less [original emphasis] like themseh es and more [original emphasis] like Chrisf
{Holy Discontent 52). Hybels writes about this transformation in terms of "Christ-
followers ... abandoning their self-seeking \ iewpoints and taking on hea\en's
perspective" and "loosening the grip on self-centeredness and . . . looking for wa\ s to
serve others" (52). Essentially, as Christ followers grow and mature, they take on God's
mission and values.
Lewis and Cordeiro suggest three values that are foundational to the church's
culture: God's agenda, the makeup of the church, and the church's particular context
(20). Churches that have a missional culture seek to contextualize the gospel. They
understand what missionaries have long known: "There is no cultureless gospel" (Guder
et al. 1 14). Guder et al. further state, "One of the tasks of the church is to translate the
gospel so that the surrounding culture can understand it" (114). They understand
contextualization as being "culturally relevant within a specific setting" (18).
The task is challenging because no single approach to reach people and connect to
a particular surrounding culture works in every situation. "Every church requires a certain
unique culture" (Lewis and Cordeiro 24). Hunter asserts that "it is necessary for a church
to become culturally indigenous to its "mission field"" in order to "'reach non-Christian
populations" (58). Just as every geographical culture is unique, so too the churches that
seek to connect with the surrounding culture must also be unique. Frost and Hirsch
describe contextualization as clothing the gospel in "time-specific cultural forms ...
whereby the constant message of the gospel interacts with specific, relative human
situations"" (83).
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Leading churches to develop a missional culture is an important leadership task.
Guder et al. write. "The key to the formation of missional communities is their
leadership" (183). McNeal instructs leaders to do two things: "[CJreate a culture
informed by missiology and create venues where people can practice being missionaries"
{Present Future 61).
Missional Leadership
After considering the intrinsic value of culture and its impact on an organization
as well as a particular type of culture, a missional culture, I move on to look at the kind of
leadership required to shape a missional culture.
Without question leadership is extremely important in an organization. McNeal
writes, "Leadership is always in high demand" {Present Future 121). Leadership is
especially in high demand in challenging and uncertain times. Breen and Kallestad write,
"In times of crisis, we need leaders" {Passionate Church 109-10). Further, "leaders take
us places we've never been before" (Kouzes and Posner 394). Leadership has always
been important in organizations.
Leadership is important, but it is certainly not easy. Leadership is, in fact, difficult
because "[IJeading people is difficult" (Stanley, llsioneering 259). Leadership is difficult
because leaders are taking people on a journey, which usually involves "a change from
the status quo" (Kouzes and Posner 1 7). "Missional leadership is not for the faint
hearted." warn Roxburgh and Romanuk (137). Courage is necessary' to lead "people out
of familiar habits and patterns toward an alternative future" ( 1 37). Roxburgh and
Romanuk describe courage as "the capacity to go on a long journey in the same direction.
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even when few seem willing to follow" (138). Leading people on mission is risky
business.
The risky business of leading requires that leaders do certain things. Leighton
Ford writes. "Leaders take the lead [moving] people to follow them" (25). James M.
Kouzes and Barry Z. Posner define five leadership practices: Leaders model the way.
inspire vision, challenge the process, enable others to act, and encourage the heart (14-
19). Modeling the way is crucial because "[pjeople follow the person, then the plan" (15).
Kouzes and Posner believe so strongly in vision they argue that it is "the force that
invents the future" (15). Leaders must be courageous because leadership involves
challenging the process. "Leaders venture out" (16). Leaders enable others to act.
"Leadership is a team effort" (18). Finally, part of the leadership task is simply to
encourage people along the way. Part of the journey will be filled with uncertainty.
questions about the future, mishaps, and failures. Leaders must develop the crucial art of
showing appreciation to those with whom they are journeying.
Leaders are not simply the organizational leaders of the church; they are spiritual
leaders as well. The Holy Spirit leads and works through leaders "to create a people
whose life is a witness to Jesus Chrisf (Guder et al. 183-84). Church leadership is
missional in nature.
Leadership is important, but it is not always well understood. Therefore, leaders,
and church leaders in particular, have not always been well trained for their leadership
task. McNeal laments. "We are training leaders to address the leadership challenges of a
world that is quickly passing aua\
"
{Present Future 122). Ro.xburgh and Romanuk add,
"We need a nev\ approach to leadership for missional communities" (3). If only shaping a
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missional culture were as easy as adopting programs and techniques that other leaders
have found to be successful. In a time with so many church programs and models
a\ ailable for church leaders to choose from, many missional leaders are reacting against
programs in lieu of shaping the culture of the church. Slaughter confesses that he is
"unlearning the model of cloning someone else's blueprinf (15). He writes, "God's
kingdom is not best represented by franchises of McChurch" (15). Rather, "the Holy
Spirit is empowering transformational leaders who demonstrated the kingdom ofGod in
unique ways in each different community" (15). A new kind of leadership is needed.
Missional leadership is a different kind of leadership. Paul D. Borden writes, "The
command to make disciples requires an entirely different kind of leader than one called to
oversee current disciples" (38). Many pastors have been trained to provide spiritual care
and nurture for members; however, missional leaders know that an emphasis on
membership care can take the focus and energy away from Christ's command to make
disciples. William M. Easum and Thomas G. Bandy suggest that missional leaders "will
spend the most time with those most likely to carry on the vision of transformation"
(192). Calling these types of leaders "spiritual midwives," they suggest such leaders
should "spend the most time with those who are healthy enough to birth new life" (192).
In many places, churches tend to be led primarily by a leader or a select group of leaders.
Leonard I. Sweet. Brian D. McLaren, and Jeny- Haselmayer predict "[t]he church of the
future will be led. not by top-down \ isionaries, but by lay-led missionaries'' (91). In a
missional culture, led by missional leaders, many have the opportunity to assume
leadership responsibility.
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In terms of church leadership, according to Scripture, God tasks leaders with the
responsibilitN of leading the whole church toward maturity and missional participation
(see Eph. 4:1 1-16). This responsibility, howev er, is not simply the task of a privileged
few; it is the task of the entire church (Frost and Hirsch 171). The goal is, essentially, a
missional community, which Breen and Kallestad call "a community of leaders"
{Passionate Life 110-11). Erwin Raphael McManus contends, "[LJeaders emerge from
within" in "movements" {Unstoppable Force 145). "A genuine movement," according to
McManus, "is a leadership culture" (145). In such a community, leaders are grown and
cultivated.
For many, this type ofmissional leadership represents a completely new way of
thinking about organizational leadership. Joseph A. Raelin, who proposes "leaderful
practice," writes, "In the twenty-first century organization, we need to establish
communities where everyone shares the experience of serving as a leader" (xi). Such a
model, Raelin notes, "transforms leadership from an individual property into a new
paradigm that redefines leadership as a collective practice" (5). This model also allows
for great collaboration, as it gives everyone the opportunity "to contribute to the
productiveness and growth of the community" (72). "Leadership is everyone's business,"
Kouzes and Posner assert (383). Everyone in a missional culture is involved in the
leadership of the mission.
Such a shift in thinking may be challenging for man> church leaders today who
have focused on church growth rather than shaping a missional culture. Frost and Hirsch
challenge leaders. "Don't think church, think mission" (81). Sensing the same thing.
McNeal writes, "we need to recapture the mission of the church" (Present Future 12). A
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church that has recaptured its sense of mission views itself as '"a movement of God
through his people" (Frost and Hirsch 1 8). In this type of church, "mission is not merel)
an acti\ it\ of the church. It is the v ery heartbeat and work ofGod" (7). Mission is critical
to the leadership of the church.
Because mission is at the heart of God, missional leaders seek to connect and
intersect with the surrounding culture. They view themselves as being sent on mission to
the culture in which they live. Missional leaders "must understand their context and
interpret that context to the church so that faithful and relevant witness emerges" (Guder
et al. 189). Missional leaders understand that the "gospel is valid for all cultures and
times," and they strive to contextualize the gospel in ways that communicate the gospel
in a given culture (Frost and Hirsch 83). Earl Creps suggests, "Leaders with a missional
heart find a way, no matter how unconventional, to connect to culture" (xiii). For
missional leaders, missional involvement in the world is a nonnegotiable; it is part ofwho
they are. "Missional leaders see the world through the eyes of Jesus" (xiv). They see
"Jesus in the world" (xiv). Further, "these leaders cannot conceive of the Church apart
from living the mission of God to touch the world with redeeming love in Chrisf (xiv).
Armed with an understanding ofmissional leadership, leaders must focus on
developing other leaders and shaping a missional culture. J. Oswald Sanders writes, "[A]
leader's responsibility is to train others to lead" (147). Thomas G. Bandy states, "The
w hole purpose of church leadership in the twenty-first century' is to birth new leadership"
(Moving Off the Map 30). Leaders must look for people who can join them in the
leadership task.
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In looking for potential leaders, knowing what kinds of leaders God chooses and
uses is helpful. God has always used leaders "to entrust the picture of tomorrow
"
(Martoia 203). Martoia believes leaders share God"s "heart and values" (203). The
leaders God chooses come from all w alks of life. Their personalities are all across the
board.
Leadership dev elopment is not simply about teaching people leadership skills. It
is part of the larger discipleship process, one that Brian D. McLaren refers to as "training
for mission" {Generous Orthodoxy 223). This transformational process is crucial because
"fundamental change in any body requires leaders capable of transforming its life and
being transformed themselves" (Guder et al. 183). Ron Martoia adds, "The interior life of
a leader is the [original emphasis] formative factor in shaping the flavor and feel of an
environmenf (8). Nevertheless, this understanding of leadership development as
cultivation of a community of leaders does not fit with many leaders' understanding.
McManus laments, "We seem to be better at growing congregations than at developing
leaders" {Unstoppable Force 144). In order to shift to a new understanding of leadership
development, one that revolves around transformation of the leader's life, leaders must
understand that "it is about first becoming disciples of Jesus with prayerful, missional
hearts that are broken for the emerging culture. All the rest will flow from this" (Kimball
248). Roxburgh and Romanuk list four important characteristics of leaders: "personal
maturity." "conflict management." "personal courage." and trustworthiness (127-39).
In developing other missional leaders, leaders need to know what the essential
skills, gifts, and qualities are that need to be grown and nurtured. Kouzes and Posner
write. "[L leadership is an observable set of skills and abilities." fhey further note. "| AJn}
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skill can be strengthened, honed, and enhanced. gi\ en the motivation and desire, the
practice and feedback, and the role models, and coaching" (386). Leaders are grown,
developed, and discipled.
Many qualities have been suggested, with some overlap between them. Martoia
highlights four qualities: character, chemistrv . competence, and creativity (147-48).
Sanders offers an extensive list of sixteen qualities: discipline, vision, wisdom, decision.
courage, humility, integrity and sincerity, humor, anger, patience, friendship, tact and
diplomacy, inspirational power, executive ability, listening, and letter writing (52-75).
Finally. Stanley focuses on five leadership essentials: competence, courage, clarity,
coaching, and character {Next Generation Leader).
Regardless of the skills, the personal transformation ofmissional leaders is most
important. Jim R. Herrington, Robert Creech, and Trisha Taylor state, "Personal
transformation in one's own life is the only foundation on which effective leadership can
be constructed" (14-15). If missional leaders are going to shape others, they themselves
first have to be shaped by the Holy Spirit.
Perhaps the greatest skill a leader can possess is a commitment to lifelong
learning. Kouzes and Posner write, "Effective leaders are constantly learning. They see
all [original emphasis] experiences as learning [original emphasis] experiences" (387).
Leaders who are committed to ongoing personal growth have the greatest opportunity to
meet the challenges of the future and are most prepared to shape a missional culture.
Culture Transformation
Recent decades ha\ e witnessed the rise of the church growth mov ement. Breen
and Kallestad believe. "Many church growth principles fail to effect permanent change in
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those who make up the church" {Passionate Church 21 ). In order to effect deeper change
in communities, leaders must address "the internal heart of the organization reflected in
the culture" (25). George Barna argues. "The future doesn't just happen; it is created by
visionan. leaders" (17). Visionary leaders see a need for change, and they intentionally
enter into a process to bring about change.
Leaders entering the task of shaping the culture must first understand that it
involves a process. Leaders must have what McLaren calls "journey thinking," which is
closely linked to "Jesus" primal call: follow me!" (More Ready Than You Realize 139).
Martoia describes Jesus' model of spiritual formation as being "process-oriented," noting
that Jesus "simply invited the disciples to hang ouf (132). Such a process is "an
adventure, a journey, a trek filled with uncertainty, excitement, and risk" (McManus,
Uprising 5). This process requires courage.
Missional leadership requires courage because "vision involves change" (Barna
36). James A. Hamish, who worked to shape the culture in a congregation, suggests,
"The key to becoming a Spirit-energized, people-loving, life-giving community-
transforming congregation is really very simple. All you have to do is be willing to die"
(21). "Any vision worth pursuing," writes Stanley, "will demand sacrifice and risk"
(Visioneering 125). In fact, Stanley further asserts, "Just about every God-ordained vision
appears to be impossible" (41 ). Barna notes, "vision demands perseverance" (71).
Leaders must be committed for the long haul and perse\ ere through the obstacles that
will be faced. The nature of impossible visions is that risk and sacrifice will naturally be
part of the process. Ihey come with the territory. One of the biggest obstacles standing
betw een leaders and the accomplishment of their visions, many times, is "a willingness to
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take risks and make sacrifices"" (129). "Visioning is a process,"" Stanley notes.
"Sometimes it is a painful process"" (20). Leaders must be \\ illing to persev ere.
Leadership requires courage and perseverance because change is not often easily
embraced by organizations, including churches. Robert E. Quinn writes, "Organization
and change are not complementary concepts"" (5). Additionally, while "[t]he process of
formalization initially makes the organization more efficient or effective. As time goes
on, howev er. these routine patterns move the organization toward deca> and stagnation""
(5). Congregations often begin as flexible, creative organizations, but over the course of
time they become less flexible (Bullard 102).
Change in an organization is difficult because strong forces are at work in
organizational culture trying to maintain the status quo. Organizational transformation
"means sacrifice and suffering for everyone. It also means engaging in real conflicf
'
(Quinn 95). Sadly, the cost that comes with organizational change keeps many leaders
and congregations from becoming missional communhies. However, missional leaders
know the cost ofmaintaining the status quo is far worse than the pain that comes with
transformation. Maintaining the status quo is "the choice of slow death"" (II). Therefore,
an essential leadership task is increasing "the level of dissatisfaction in the status quo"*
(Mallory and Smith 62), a step that is often necessary before change can take place.
In order to shape a missional culture, leaders must be committed to personal
change themselves. Personal transformation is often the first step in organizational
transformation (Quinn 1 56). Such "leaders are the only ones who can induce real change""
because "[t]he> can forcefullv communicate at a level beyond telling. By having the
courage to change themselves. lhe> model the behavior the> are asking of others"* (35).
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Personal investment and commitment are essentials for leaders who seek to shape the
culture of an organization. Mallory and Smith write. "When it comes to cultural change.
the only way to do it is by example" (61).
In order to have integrity, leaders themselves must be willing to change.
Missional leaders need ongoing personal transformation so that they themselves can be
faithful in following God's leadership in their lives. Quinn surmises that organizations
"can be renewed, energized, or made effective only if some leader is willing to take some
big risks by stepping outside the well-defmed boundaries" (5). Risks are a necessary part
of the process of culture transformation.
Only when transformational leaders have fixed their sites on the vision and are
willing to take the necessary risks inherent in leading such a process of shaping a
leadership culture can leaders effectively begin the visioning process. Unfortunately,
many leaders do not fully understand how the visioning process works. It involves more
than developing a vision and communicating it to the organization. Borden believes "a
period of one to five years when the leader is preparing the congregation" for change is a
necessary part of the transformational process (46). Only after such a process has been
properly cultivated can real change be realized.
Borden offers a strategy for dev eloping a vision. Of course, it must begin w ith
prayer. After prayer, leaders should begin "to exegete the community" (47). This strategy
involv es getting to know the culture of the community surrounding the church in order to
discover ways God might be leading the congregation to impact the surrounding
community. Realizing that "v ision unfolds progressivelv
"
is helpful as well (Barna 74).
Once leaders have a clear understanding ofGod's vision for their leadership, "a clear
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mental portrait of a preferable future" (17). the next critical step is to begin
communicating the vision. Borden suggests dev eloping a "preaching calendar for the
vision" to "communicate the vision in sermons over the next one to five years" (49).
Stanley refers to this process as "painting a verbal picture" {Visioneering 85).
The purpose of visioning process is to help the faith community embrace the
vision and take ownership of it so that it becomes part of the culture. The \ isioning
process, ultimately, is about "joining God in what he is doing and wants to do in his
church" (Southerland 22).
Borden's strategy only addresses the role of the pastor. While the visioning
process may need to be initiated by the pastor, the pastor will need to involve others in
the process as soon as possible. Kotter, who defines vision as "a picture of the future with
some implicit or explicit commentary on why people should strive to create that future"
(68), argues, "[T]he real power of a vision is unleashed only when most of those in an
enterprise or activity have a common understanding of its goals and direction" (85).
Clearly, leaders must be good communicators. Kotter continues, "That shared sense of a
desirable future can help motivate and coordinate the kinds of actions that create
transformation" (85). Visions do not come in a vacuum but in coimection with a specific,
local ministn, context, to people who have prepared their hearts to receive God"s vision.
The reality is that leaders do not arrive on the scene to create something new unless the>
are starting a new church; rather, as McNeal points out. "we enter a story already
underway" (ll'ork 73). However, because leaders are always leading people and
organizations on a joumev . the> are alway s leading change.
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Borden cites two reasons that pastors do not lead the process of change in the
congregations they serve. First, many pastors do not view themseh es as leaders, and
second, many leaders "do not have a well-developed communication strategy to affect
[sic] such change" (17). Additional challenges include the reality that many
congregations are controlled by a small group of people w ho have a stranglehold on the
church as well as the fact that many pastors have not been adequately equipped to lead
real change. Finally, Borden suggests, "[T]he polity ofmost congregations ... [is]
designed to be small, remain small, and function ineffecti\ ely in the twenty-first century
"
(20-21).
Change is necessary. Bandy declares that renewal is not enough for the church; "it
must be transformed" {Kicking Habits 15). Robinson states that "programmatic change"
and "restructuring" are "not enough," either. "Neither will go deep enough" (12).
Cultures must be shaped in order to experience true change and transformation.
Unfortunately, "[t]he stronger the culture, the harder it is to change" (159), and "[c]hange
always threatens a culture" (157).
McManus argues that the whole experience of being a follower of Jesus is
ultimately about change and transformation, "an experience of putting off the old and
putting on the new" {Uprising 81 ). Change is part of the mix of what being part of the
Church means.
In order to shape the culture, leaders must do the w ork of cultiv ation. McManus
describes leaders as "cultural architects" {Unstoppable Force 1 13). which McManus sees
as the best description of "a leader who creates and shapes culture" ( 133).
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In this v ein. McNeal writes about the importance of preparation. He states that
while "preparation is not a formula ... it does have an architecture" that includes "vision.
values, results, strengths and learnings" (96). Cultivation represents the process vvhereb>
the leader "works the soil of the congregation so as to invite and constitute the
environment for the people ofGod to discern what the Spirit is doing in, with, and among
them as a community" (Roxburgh and Romanuk 28). Therefore, Roxburgh and Romanuk
contend, "Leadership is . . . about . . . cultivation of an environment that releases the
missional imagination ofGod's ordinary people" (29). Roxburgh and Romanuk suggest
four elements of cultivation as a leadership process: "cultivating awareness and
understanding," "cultivating colearning networks," "cultivating fresh ways of engaging
Scripture," and "cultivating new practices, habits, and norms" (31-34). Shaping a
missional culture requires intentional cultivation.
Through their cultivation, leaders "[cJreate a climate of change" (Frost and Hirsch
196). A climate of change is necessary to be a missional community. Such an atmosphere
of change and transformation must be cultivated. It is not a system that can be obtained
and implemented. "Transformation can never be brought in from the outside," Lewis and
Cordeiro contend (xxii). To make any kind of real change in a congregation's culture,
leaders must start with the current culture of the congregation (45).
Cultivation is the step that many leaders who fail to create a missional culture
skip. Cultivation involves preparing the congregation to discern God's will for their
communitv . Many leaders would rather announce their intentions and expect the
congregation to follow. Unfortunatelv . transfomiation does not work that way. The
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culture must be culti\ ated. The failure to prepare congregations is the main reason
congregations fail to transition (Bullard 23).
Cuhivation is not easy, which explains why man\ leaders would rather skip it.
Cultivation takes time. "Spiritual readiness will require the congregation to engage in a
intentional spiritual emphasis over a period of time" (Bullard 28). Spiritual disciplines
around missional issues, such as prayer. Bible study, worship, and dialogue, serve as the
focus during this time of cuhivation (28). "Cultivating missional practices takes time"
(Roxburgh and Romanuk 169).
Roxburgh and Romanuk contend, "Missional leadership cultivates an
environment in which the people of God imagine together a new future rather than one
already determined by a leader" (42). Roxburgh and Romanuk describe this kind of
cultivation as "shaping cultural imagination within a congregation wherein people discern
what God might be about among them and in their community" (26). The word
cultivation is appropriate here as it "describes the leader as the one who works the soil of
the congregation so as to invite and constitute the environment for the people ofGod to
discern what the Spirit is doing in, with, and among them as a community" (28).
An important part of cultivation is the leader's communication. Robert Mai and
Alan Akerson view the leader as "chief communication ofticer" (2). They believe
"communication carries a make-or-break importance" (8). "Effective leadership
communication," they argue, "is the most powerful tool for managing change and
transition in your organization" (24). In the context of a local church, the leader has the
tremendous opportunity- to shape culture e\er\ time the communitv gathers for worship.
Phil llarkins points out the obvious. "[A]ll leaders talk" (3); however, he adds.
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"�[CJommunication is rarely clear, consistent, and forward moving" (6). A leader's
communication, according to Mai and Akerson. "can be little more than ceremonial"
(12). While thev are not speaking specifically about preachers, preachers who fail to lead
and to shape culture through their words miss a great opportunity . Unfortunately, many
leaders do not take advantage of this weekly opportunity . Michael J. Quicke laments,
"Preachers have lost the art of leadership through the proclaimed Word" {360-Degree
Preaching 36). Referring to the separation of preaching and leadership, Quicke uses the
phrase, "the great divide" {360-Degree Leadership 23). Quicke argues that this separation
has harmed churches (24). "Much of the extensive literature on church leadership,"
Quicke surveys, "has little or nothing to say about preaching having a leadership role"
(28). This silence on the leadership front is unfortunate.
Church leaders, as preachers, are called and sent by God to shape people through
the preaching ofGod's Word. A natural connection between preaching and leadership
already exists even if it is not recognized. Quicke adds, "Speaking God's words
inexorably means transformational leadership" {360-Degree Leadership 48). Preachers
who do not utilize preaching in their leadership miss an opportunity to shape a missional
culture within their community. "Missionally defective preaching leads to missionally
defective people" (39).
A vital part of the process of cultivation is communicating vision. "Vision is the
difference between short-term 'hits' ... and long-term change" (Belasco 98). "An
empowering v ision." James A. Belasco argues, "spells out clearly what you want and
inspires people to produce it" (99). However, "[pjeople can only be empowered by a
vision they understand" (119), hence the need for good communication.
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An essential tool in the cultivation of \ ision, communicating \ ision in a way that
penetrates people's hearts and ultimately shapes organizational culture, is hard work.
Stanley writes, "One of the greatest challenges is making \ ision stick" {Making Vision
12). Culti\ ating vision may be hard work, but it is "the leader's responsibility
"
(17).
according to Stanley.
Belasco asserts, "Words are powerful empowerers" (210). which is perhaps why
Borden asserts "the ability to use words" is a "primary leadership skill" (23). Further,
leaders must realize that they are communicators around the clock. "E\ ery experience
should be part of a grand overall strategy to lead change" (25).
1 have found Stanley and Jones' writing on communication helpful. Stanley and
Jones assert, "In a preaching environment, less is more" (13). Stanley and Jones are not
referring to length of time as much as the number of points and the amount of
information. In fact, Stanley and Jones' entire strategy centers on the suggestion to
choose a single point and build the entire talk around it. "[EJvery message," Stanley and
Jones argue, "should have one central idea, application, insight, or principle that serves as
the glue to hold the other parts together" (103). Mai and Akerson add that leadership
communication, vision-casting, "must be clear [original emphasis] enough to understand.
comprehensive [original emphasis] enough in scope to connect with a variety of people in
the organization, and compelling enough ... to energize those people for action" (53).
Effectiv eness in communication is a matter of focus.
Focus makes sense from a leadership perspective as well. Too often, leaders
o\ erwhelm people with information, and sometimes the information is not focused
enough to help lead the process of change. Stanley and Jones write. "If you give people
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too much to remember, they won't remember an\ thing" (39). If people cannot remember
what the leader has communicated, how grand the \ ision is does not matter. Maintaining
focus is a challenge for many leaders, especially leaders in the church context where the>
are also preachers. Most preachers ha\ e been trained to develop multiple-point messages.
Stanley and Jones criticize multiple-point strategies: "[Llists go on paper ... [sjingle
powerful ideas ha\ e a way of penetrating the heart" (109).
To help communicate the main point, Stanley and Jones suggest crafting a
memorable one-sentence statement. They note, "Creating a statement that sticks is a step
most communicators skip," but they believe "this one extra step makes all the difference"
(112). Kotter adds, "The time and energy required for effective vision communication are
directly related to the clarity and simplicity of the message" (89).
Once leaders have crafted his or her statement, the leader must repeat if often. In a
sermon context, the statement can be repeated several times. On a similar note, Kotter
writes, "The most carefully crafted messages rarely sink deeply into the recipient's
consciousness after only one pronouncement" (94). Kotter continues, arguing that
effective communication "relies on repetition" (94). Belasco chimes in on this point as
well, noting the importance of crafting one's words. He advises. "Repeat your words
frequently�so your people see it as 'gospel'" (211).
Many writers uplift the value of stories in communication. Mai and Akerson view
storv'telling as "a critical attribute of leadership communication" (62). Stanle\ and Jones
state. "[P]eople connect with a storv . and a story takes people on a journey" (53-54).
Stories are important outside the sermon context; they are important in the context of the
organization as well. "Stories." Belasco notes, "tell the tale of what an organization
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stands tor" (212). The stories that are told ultimately help shape the culture of the
organization. Glaser writes. "Stories shape our sense of the world" (207).
Storytelling is a valuable form of communication because "[sjtories are the wa>
we think, remember, communicate" (Mai and Akerson 61 ). They shape and form reality
(Roxburgh and Romanuk 69). They are "the glue" that holds communities together (71).
Stories are a great way to engage the community and to invite others into mission.
Sweet writes, "Mission needs to be related in narrative form" (Summoned to Lead 107).
Storytelling has made quite a stir in leadership circles in recent years, but it is not a new
fad; it is the reemergence of an old, effective means of communication. Storytelling is
important because it allows leaders to create "a certain kind of ethos" (Martoia 71).
McManus also believes "leaders are great storytellers. [T]hey make sure that the great
story is central in shaping the ethos of the community" (Unstoppable Force 1 17).
Storytelling has obvious benefits as a form of communication. Stories are
motivational, inspirational, and memorable (Eitington 352). "Stories are memorable
because their structure is like life. In a story, events unfold much as they do when you
live through them" (Allan, Fairtlough. Heinzen 5). Of course, choosing the right stories is
also important. Personal stories are especially effective (Kouzes and Posner 210).
"Leaders must choose their stories carefully." urges McManus (Unstoppable Force 1 17).
He also notes, however, that "we as Christians have an advantage. The Bible is full of
great stories" (117). McManus. understanding the selection of great stories to be an art,
writes, "The stories you choose to tell inform the emerging culture" (122).
Christ-following leaders ha\ e a wonderful example of story telling in Jesus.
Borden writes. "Jesus is primaril) known for telling stories" (25). Borden argues. "God's
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preferred communication technique in the Scriptures is narrative" (25). The Bible is full
of stories, stories that shape a particular kind of people, stories that create meaning in a
community. In this sense, "Story telling is about meaning-making" (Mai and Akerson 73).
Put simph . "Great leaders are great storytellers. Great churches ha\ e great stories.
Great stories create a great future" (McManus, Unstoppable Force 122). When
storytelling becomes a prominent form of communication, leaders can be more effecti\ e
at shaping culture. "When stories about an organization are told and retold, they take on
added significance. They become part of the organizational lore and culture" (Mai and
Akerson 67).
Summary of the Chapter
In attempting to discover how effective leaders communicate in order to shape a
missional culture, this literature review focused on four key areas: culture, missional
culture, missional leadership, and the shaping of culture.
The culture of an organization is overlooked when seeking to transition an
organization for greater effectiveness. Leaders would do well, howe\ er, to pay more
attention to the culture of the organization before attempting to lead a process of change.
Understanding the culture is critical to the productivity and fruitfulness of an
organization.
Once leaders have a grasp on the culture of the organization, as well as a clear
sense of biblical mission, they can begin the process of shaping and transforming the
culture of the organization so that it can become a greater missional community.
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CHAPTER 3
METHODOLOGY
Introduction of the Chapter
Christ-following leaders ha\ e a tremendous opportunity and responsibility to
shape the culture of the organizations they lead. The purpose of this research was to
discover how leader-communicators shape a missional culture.
Many congregations have become inward focused and plateaued, ha\ ing lost a
sense of their God-given mission. In order to return to their God-given mission, the
culture of the organization must be reshaped and restored. This study argues that leaders
can help congregations experience transformation, but doing so requires discerning the
culture of the organization and knowing how to go about shaping it into a missional
culture.
I accomplished the purpose of this study by using the Appreciative Inquiry (AI)
approach. Specifically, I conducted a series of interviews with leaders of three churches.
The anticipated outcome was the learning of key-themes centering on the question of how
leader-communicators shape a missional culture.
This chapter details the steps that were taken in the development of the project
design, including the research instrument, as well as the explanation of the procedure that
was followed in the data collection and data anah sis processes. All of these steps were
taken to ensure the highest le\'el of reliability and validity so that the lessons learned in
this study might be generalizable in other contexts, as well.
Research Questions
Three questions guided this study.
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Research Question #1
What are the intentional practices of leader-communicators that result in the
shaping of a missional culture?
I asked questions using Appreciative Inquiry to discover the core practices that
leaders used in three different settings. This question seeks to take a broad, overall look at
the leadership in the respective churches.
Research Question U2
What is the leadership effect of preaching on the shaping of a missional culture?
Following the AI approach, I asked questions to look specifically at the role of
preaching and communication in the congregation in terms of how it was used.
intentionally or not, in the shaping of a missional culture.
Research Question #3
What are the characteristics of a missional culture shaped by leader-
communicators?
Again using questions in an AI format. I asked questions in the three settings to
discover specific characteristics, commonalities, and themes in the lives of the three
churches. I anticipated that 1 would discover both common and unique characteristics
among the three churches. I expected the unique characteristics to be areas that pertained
to the specific contexts of the congregations.
Population and Sample
Participants in this study represent a purposeful sampling, that is, leaders from
three different churches. Based on m\ criteria I selected Sara Baron at Morris United
Methodist Church in Morris. New \'ork. August 1 w igg at Bethan\ United Methodist
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Church in Labtrobe. Penns\ Ivania. and Mike Slaughter at Ginghamsburg United
Methodist Church in Tipp City. Ohio. In this study, these sites are referred to as Morris,
Betham-. and Ginghamsburg. respectively. In purposeful sampling, subjects are chosen
"because of their characteristics relative to the phenomenon under study" (Wiersma and
Jurs 203). Within the category of purposeful sampling, several v ariations exist, including
"comprehensi\ e." "maximum \ ariation," "extreme case," "typical case," and
"homogenous" (312-14). My sample represents a typical case purposeful sampling.
meaning that the three sites "are considered typical of the phenomenon under study"
(313).
I selected leaders based on the following criteria: (1) the leaders intentionally seek
to shape a missional culture, (2) the leaders aim to shape a missional culture through their
preaching and communication, and (3) the churches have a significant portion of church
members who could be described as "operatives," people who are activ ely involved in the
churches' missions ofmaking disciples. The lead pastors then, utilizing snowball
sampling, selected two or three people whom they believed shared the same basic
missional values for me to interview. In all, I conducted ele\ en interviews at the three
sites. In qualitative research, "Sample sizes ... are ty pically small" (Wiersma and Jurs
315). Ultimately. I chose a sample size that I believed would give me an adequate amount
of data related to my study. Arguably, the lessons learned from these three missional sites
could also be applied in many other sites that match the criteria of these sites.
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Data Collection Methodology
Appreciative Inquiry served as the data collection methodology for this study.
Appreciative Inquiry
Al is an approach designed to search for the "life-giving forces" of an
organization. Al is "a process of discovery" (Watkins and Mohr 75) that focuses on
"building on the positive" (Reed 67). Al. a "strengths based" approach (Reed 24). is a
"search for the best in people, their organizations, and the world around them"
(Cooperrider, Whitney, and Sta\ ros 3). The core belief ofAI is "that in every
organization something works" (Hammond 3). "Appreciative Inquiry assumes that all
organizations have significant life forces, and these forces are available in stories and
imagination" (Branson 23). The process ofAI, then, seeks to discover those things that
work and then to discover ways to build on the strengths and values it discovers through
its inquiry process.
Stories play a vital role in the AI process, so a key practice of AI is asking
questions that inquire into people's stories. Gervase R. Bushe writes, "The key data
collection innovation of appreciative inquiry is the collection of people's stories of
something at it's [sic] best" [original emphasis] ("Five Theories" 1). Reed notes, "AI
concentrates on exploring ideas that people have about what is \ aluable in what they do
and then tries to work out way s in which this can be built on" (2). Inquiring into people's
stories provides a way for researchers to delve into an organization's past and present for
the purpose of discovering "those things that are life-giving and affirming" (Watkins and
Mohr 9).
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The purpose ofAl. as laid out by Da\ id L. Cooperrider and Suresh Srivastva. in
their seminal work, is "to help evok e the normative \ ision and will of a group.
organization, or society as a whole."
Development of AI
AI grew out of the research work of David Cooperrider. a graduate student at
Case Western University's Weatherhead School ofManagement in Cleveland, Ohio,
while conducting research at the Cleveland Clinic. AI was a response to more traditional
approaches that tended to focus on problems. Whereas problem solving often "begins
with seeking out the problem," followed by "a diagnosis" and the recommendation of
"alternative solutions" (Cooperrider, Whitney, and Stavros 15), approaches that seek to
discern the problems in an organization that need to be fixed, AI's focus is on the
strengths, or life-giving forces, within an organization, offering "an alternative�to look
for what is good in the organization" (15). AI does so through the discovery of "its
success stories" (15).
Although AI is a fairly new research method, it did not grow out of a vacuum.
Jane Magruder Watkins and Bernard J. Mohr provide an in-depth look at the history and
development ofAI (15-22). Diane Kaplin Whitney and Amanda Trosten-Bloom describe
how the theories of social constructionism and grounded theory research provide the
backdrop for AI. According to social constructionism, "human communication is the
central process that creates, maintains, and transforms realities" (51). and "meaning is
made in conversation. realit> is created in communication, and knowledge is generated
through social interaction" (53). The premise is that "words matter; ... they literallv bring
things to life" (56).
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Whitney and Trosten-Bloom also discuss grounded theory' research, stating,
"Grounded research methodology is based on an openness to understand a culture.
society, or organization through the eyes of its inhabitants'" (52). In Al, the purpose, then,
is to engage "members of an organization in their own research,'" to discover "the root
causes of their success"" and "their positive core"" (52).
While AI began as a research method, it has "flourished more within the
organizational change community than in academia"" (Reed and Holmberg 2). Many
organizational leaders have grasped the importance ofAI as a method for organizational
change because of its positive focus. Other forms of organizational development focus on
fixing problems, but AI, as a tool for organizational development provides leaders with
an opportunity to focus on the organization's "positive core" (Whitney and Trosten-
Bloom 6) so that the organization can experience "transformation and sustainable
success" (6).
AI is a good fit in the organizational development world. Sue Annis Hammond
describes AI as a "philosophy of change." change that "can be managed through the
identification of what works, and the analysis of how to do more ofwhat works'" (3).
Theodore Kinni calls AI "a positive approach to change that focuses on probing a firm's
best attributes and practices." Howe\ er. "The ultimate paradox of Appreciative Inquiry is
that it does not aim to change anything. It aims to uncover and bring forth existing
strengths, hopes, and dreams'" (Whitney and Trosten-Bloom 15). AI can be used to
discov er the life giving \ alues of an organization, w hich can then be buih on. Others.
nonetheless, believe "that > ou can create change by pa> ing attention to w hat > ou want
more of rather pa\ ing attention to problems"" (Bushe "Five Theories'").
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Criticisms of AI
According to Grant and Humphries, Al has conducted "little self-reflection or
critique" (403). While focusing on the problems ofAl might seem counterintuiti\ e to the
approach, AI researchers and practitioners ha\ e had to respond to the criticisms of other
researchers.
The primary criticism le\ eled against AI is that it focuses solely on the positiv e
and denies the negative. Kinni notes that one ofAI's "guiding principles" is, "A positive
focus tends to deliver a positive effect." Reed acknowledges, "AI has been accused of
being naive and idealistic in the way that it concentrates on positive experiences" (39).
Patricia J. Rogers and Dugan Fraser also acknowledge that there is a "danger of ignoring
the shadow" (77).
A number of AI practitioners refute this claim, arguing that they are not denying
or ignoring problems, but rather, Whitney and Trosten-Bloom suggest that to transform
an organization, "focusing on strengths is much more effective than focusing on
problems" (18). Further, "we do not dismiss account of conflict, problems, or stress. We
simply do not use them as the basis of analysis or action. We listen when they arise,
validate them as lived experienced, and seek to reframe them" (18). Watkins and Mohr
agree. "Appreciative Inquiry isn't about focusing on the positive and denying the
negative. It is about seeking the life-gi\ ing forces in any [original emphasis] situation"
(198). Leaders can focus on the positive or the negati\ e. AI practitioners simply argue
that many times, the negative is the focus of attention. Al is a response that serx es as a
counterbalance to the focus on the negati\ e.
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Part of the problem may derive from the use of words such as "positive" and
"strengths." 1 believe using terms such as "life-gi\ ing values" is a better approach. The
purpose is not simply to focus on strengths, but to discover those core values that gi\ e
life to an organization. For Al practitioners, the question is a matter of focus. Sheila
McNamee states. "AI proposes that ifwe ask questions about problems, we create a
reality of problems" (\ iii). So. AI researchers simply choose to focus on the life-giving
forces of organizations, a choice that grows out of the assumption "that organizations
move toward what they study" (Cooperrider, Whitney, and Stavros 29). Organizations
that "focus on what is wrong . . . tend to see everything through that filter" (Hammond
26), while AFs "focus is on positive potential" (Whitney and Trosten-Bloom 15).
Cooperrider argues, "Organizations do not need to be fixed. They need constant
reaffirmation" ("Positive Image").
Other AI practitioners, however, caution against a focus on the positive. For
example, Bushe. who acknowledges a focus on the positive, contends that such a focus is
a means to an end, and the end is "generativity" ("Generativity" 1). Bushe adds, "The
purpose is to generate a new and better future" (3-4). He suggests, "discussion of the
'negative' can, sometimes, handled in certain ways, be generative too" (1). Bushe
believes. "Those who use AI are just as concerned with 'problems" as any other leader;
they just come at them differently"" (7).
A few years ago, Cooperrider interviewed Peter Drucker as part of an intervention
called "Business as Agent ofWorld Benefit."" an ongoing effort designed to gather stories
of businesses that benefit the world. At one point during the interview. Drucker cautions.
"[lit is one thing to find the positixe stories. ... but it is a whole other challenge to make
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those stories and new knowledge productive of positi\ e action" ("Peter Drucker' s
Advice" 4). Drucker added. "[T]he gathering of the plentiful stories of business as an
agent of world benefit is not enough" (Cooperrider. "Peter Drucker" s Advice"). Bushe
agrees, contending, "[S]imply getting people to tell their "best of stories may not
accomplish much" ("Appreciative Inquiry" 1).
The Process of AI
AI involves a process, which includes "interviewing and storytelling to draw out
the best of the past and sets the stage for effective visualization of the future"
(Cooperrider, Whitney, and Stavros 4). AI is commonly described in multiple stages,
sometimes called the 4-Ds or the 4-Is. The 4-Ds represent discover, dream, design, and
destiny. The 4-Is represent initiate, inquire, imagine, and innovate. While the Ds and Is
and are similar. I prefer the Is because the Is seem to be more geared for research.
Regarding the Is, Jan Reed states, "[T]here is more discussion of the prep for AI work"
(34). Beyond that, my preference for the Is is a matter of semantics�the Is are all the
same part of speech, unlike the Ds. The words fit well together.
Initiate
The first I. "initiate" represents the initial stage, which involves preparing the way
for the AI intervention. The stage "includes laying foundations, determining the research
focus, forming the generic questions, and creating initial strategies for the project"
(Branson 67). A key part of the initial stage is the selection of affirmati\ e topics.
Hammond believes the researcher's topic choice "is the most critical step in the
Appreciative Inquiry process. Because what we study becomes our realilv
"
(32). Topic
choice is important "since human systems move in the direction of what they stud\
"
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(Whitney and Trosten-Bloom 7). In this study, this �'l" was used to plan the projeet
design.
Inquire
The next stage in the process of AI is conducting interview s, or ""AI
conversations" (Reed 125). This stage, which is at the heart of the data collection process.
"includes finalizing the interview questions, developing a protocol, ... conducting
interviews, and gathering data" (Branson 72). Questions play a \ ital role in the inquiry
process. AI centers on researcher-designed questions, which seek to draw out positive
stories, images, and metaphors from the people being interviewed. "Positive questions
bring out the best in people, inspire positive action, and create possibilities for a positive
future" (Whitney and Trosten-Bloom 67). Again, the basic value here is that "[p]ositive
questions lead to positive change" (66). In this study, this "I" was used to develop the
instrument and collect data at the study sites.
Imagine
The imagining stage, where "the data are brought together and collated, and
themes are identified" (Reed 34). "includes collating and sharing the interview data.
finding the life-giving themes" (Branson 77). This stage inv olves "the work of 'mining'
the data by looking for themes of life-giving forces in the interview data and expanding
the positive dialogue of these themes to people throughout the organization" (Watkins
and Mohr 113). This stage "involves sorting, sifting, and serious choices about what will
be" (Whitney and Trosten-Bloom 197). A core part of this third stage is the development
and crafting of "provocativ e proposals," w hich are "statements describing the ideal
organization" (9), what Branson calls "an imaginative statement about the future" (86).
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"Provocative proposals describe an ideal state of circumstances that will foster the
climate that creates the possibilities to do more of what works" (Hammond 39). With
inspiring provocativ e proposals in place, a bridge can then be built that will enable the
organization to build on its life-giving force. In this stud) . this "I" was used in the coding
process as part of the data analysis phase.
Innovate
The fmal stage in the AI process is "innovate," "how the imaginative futures
become tangible and integrated" (Branson 103). In this fmal stage, "plans are developed"
(Reed 34), researchers "consider all the creative ways your ideals might be actualized"
(Whitney and Trosten-Bloom 220). In fact, "a key contribution ofAI research is to
generate concepts and models of practice and developmenf (Reed and Holmberg 3).
Resulting from this stage are "[a] series of inspired actions that support ongoing learning
and innovation or "what will be"" (Whitney and Trosten-Bloom 9). In this study, this "I"
was used to develop a list of themes or lessons learned.
Data Collection
I used the 4-Is of the appreciative inquiry approach as a guide in my data
collection and analysis. The steps, which follow, were taken in an effort to ensure the
highest level of reliability and v alidity possible.
Initiate
Upon deciding to study how leader-communicators shape a missional culture in
their organizations. 1 settled on three churches in which to interview . Howev er. before
embarking on interv iews at the three sites. 1 first chose a pilot location to test my test the
value of mv questions and practice my interv iew ing skills. For the pilot. 1 selected Faith
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United Methodist Church in Bellefonte. Penns\ Kania. the church where Doyle Klinger.
my candidacy mentor in the United Methodist Church, serv es. The pilot interviews
provided me the opportunity to test my interview guide and data collection process.
To select three churches in which to interview. 1 e-mailed \ arious colleagues in
ministry, including pastors, district superintendents, and conference leaders, seeking
recommendations of leaders and churches that fit my criteria. Upon recei\ ing the
recommendations, I e-mailed the prospectiv e churches, informing them ofmy criteria and
asking if they thought they would be a good fit for participating in my study. If they
believed they would be a good fit, I scheduled interviews at their location to take place
back-to-back in forty-five minute increments.
Inquire
I developed my interview guide, a semi-structured interview protocol, following
an Al approach. The instrument I used included researcher-designed questions. I wrote a
series of questions for the purpose of discovering life-giving forces through the collection
of positive and generative stories. Independent variables included age. background,
experience of leaders, geographical context and demographics of churches, theological
position of leaders, and vision statements.
The pilot interviews helped me clarify my questions and I made some changes to
the interview guide. I visited each site to interview the lead pastor and two or three other
leaders selected by the lead pastor. 1 recorded each interview using a portable digital mp3
recorder, and I took notes during the interview, capturing ke> points. After conducting all
ofmy interviews. 1 had the interviews transcribed by a transcriptionist. Finally . I shared
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the transeript of interview with the interviewees, asking them to verity and/or clarify the
data, thus adding another layer to the data.
Data Analysis
John W. Cresswell writes, "Qualitative research is fundamentally interpreti\ e,'"
meaning "the researcher makes an interpretation of the data" (182). Follow ing the AI
approach. I sought to discover key themes from the interviews with leaders of three
churches that are intentionally shaping missional cultures. In qualitative research, "Data
analysis ... is a process of categorization, description, and synthesis" (Wiersma and Jurs
207). In the data analysis phase of AI, researchers go beyond simply looking for themes,
they "search for themes and concepts that hold the greatest potential to promote social
and organizational flourishing" (Ludema and Cox 19).
Imagine
To begin the process of analyzing the data, I collated interview data and began
reading through the interview transcripts to discover what key themes might emerge
through my analysis. I began the process by coding the data. "Coding [original emphasis]
is a process of organizing data and obtaining data reduction. In essence, it is the process
by which qualitative researchers 'see what they have in the data"" (Wiersma and Jurs
206). Carol M. Roberts notes, "Ev ery researcher approaches the coding process
differently. There is no one right way to code textual data"" (143).
The coding process I followed was an adaptation of Renata Tesch"s coding
process (142-45). First, I collated the data by pulling together all of the interview
transcripts. Reading through each transcript. I used a highlighter to mark key points in the
transcripts. After going through the inter\ iew transcripts. 1 assigned codes, or
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abbreviations, to designate topics raised by each interviewee. Afterward, 1 listed all the
topics on one sheet of paper, a process called "mapping the positive core" (Whitney and
Trosten-Bloom 168). 1 then collated the data b\ category. As a final step, to help improve
reliability and validity. I photocopied and di\ ided the interview transcripts among the
members ofmy research retlection team asking them to read the data and look for
themes. After the research reflection team members read and reflected on the data, the
group discussed the themes they saw in the data.
Innovate
The fmal step in the AI data analysis process is represented by the word innovate.
This stage of the process is where a discussion of establishing practice comes into play.
The purpose ofAI is not simply to look at the past and the present in an organization. The
ultimate purpose of such an inquiry is to discover what can be implemented based on
from lessons learned in the course of the study. In this final phase of the study, I did a
cross-case analysis to discover what the three sites say to the world. In Chapter 5, 1 share
the results of this fmal step in a section entitled, "Pastoral Implications."
Ethical Considerations
Throughout the course of this research project important ethical considerations
were maintained. From the outset of this study, participants were kept fully informed
about the nature and purpose of the research project. I asked permission to record the
audio of the interview so that someone other than myself could later transcribe the audio.
Participants were asked permission, in writing, if their first names could be used in this
study. Senior pastors ga\ e permission to use their full names in the description of their
churciies. The interv iew ees were made fully aware of the nature of the stud\ . the
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approximate time it would take for them to be imer\ iewed. and how the data that was
gathered w ould be stored and presented. Upon completion of the study, those who
participated were contacted by e-mail and were given an opportunity to recei\ e a copy of
the results of the study.
Summary of the Chapter
This chapter detailed the process of data collection and data analysis that was
undertaken in this study of how leader-communicators shape a missional culture in the
congregations they lead. I also described appreciative inquiry as a research methodology
and discussed how 1 used it in the study. In the next chapter, the data that resulted from
this study is presented.
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CHAPTER 4
FINDINGS
Introduction of the Chapter
Follow ing the process of data collection and data analysis outlined in Chapter 3,
several themes emerged from the data. These findings are detailed in this chapter.
Research Objectives Restated
The initial research design challenge in this study related to the question of how
one measures a leader's ability to shape and transform the culture of an organization.
Three questions guided this study: What are the intentional practices of leader-
communicators that result in the shaping of a missional culture? What is the leadership
effect of preaching on the shaping of a missional culture? What are the characteristics of
a missional culture shaped by leader-communicators?
After examination ofmultiple data collection strategies, appreciative inquiry was
selected for its focus on gathering stories for the purpose of finding the positive core of
an organization. AI was the vehicle for discovering the life-giving forces at work in the
missional sites interviewed and, particularly, how the leaders of these churches catalyze
those forces to lead their churches forward in mission. The purpose of this research was
to discov er how leader-communicators shape a missional culture.
Profile of Participants
1 interviewed leaders of Morris. Bethany, and Ginghamsburg UMCs. The three
churches are located in different types of areas. Morris, a congregation w ith an
attendance of sixty, is located in a small, somewhat isolated community in southeastern
New \ork. Bethan> is a medium-sized congregation of about six hundred located in a
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small town on the outskirts of Pittsburgh. Pennsyh ania. Ginghamsburg. a large ehurch of
about fiv e thousand, is located in Tipp Cit\ . Ohio, a fairly rural community just north of
Da\ ton. Ohio. At each location. I interviewed the lead pastor plus two or three other
leaders the lead pastor selected. In all. 1 interviewed six females and five males. Their
average age was 50.2. They were all Caucasians, and each was at their church an av erage
of 12.5 years. Some div ersity existed among the lead pastors. One was a 26 v ear old
female, and the two males were 50 and 57 years old. Their tenures were quite different as
well. The female pastor had been at her church for only a v ear and a half while the two
other pastors had been at their churches twelve and twenty-nine years. To varying
degrees, all three churches revealed evidence of having missionary v alues.
Observation Schedule
I created an observation schedule to track each interviewee's responses as they
related to my research questions. Interv iewee responses are grouped by site in Table 4.1 .
Across the top of the table, individual categories are grouped by research question, that
is, missional culture, missional leadership, and communication. Under each of these
categories, specific components are indicated by codes, which are defined below the
table. 1 recorded the respective codes in the margin of the interview transcripts indicating
that an interviewee's response touched on the component under observation.
I summarized the coded interviews by placing an "X" in the appropriate
interv iewee box on the table, indicating that an interv ievvee illustrated the value in
question. The observation schedule prov ided an ov erview of the research that w as helpful
in determining which themes were most visible in the interviews, as well as which
themes were missing in that particular interview.
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Table 4.1, Observ ation Schedule
Missional Culture Missional Leadership Communication
MF MV OF MMF CP E cv A VP
1 X X X XXX X X X
X X XXX X X X
O
3 X X X X X X X X
4 X X X X X X
1 X X X X X X X
lany
2 X X X X X
oa 3 X X X X X
4 X X X X X X
Oft 1 X X X XXX X X X
isburj
E
a 2 X X X X X X X X
ingh;
a 3 X X X X X X
Code Key:
MF Missional Focus
MV Missionan* Values
OF Outward Focused
MMF Modeling Missional Focus
CP Challenge the Process
E Equipping Others for Ministry
CV Communicate Vision
A Action (call to)
VP Venues Provided (for action)
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Missional Culture
In order to discover missional churches from the point of \ iew of the study's
participating sites, interviews and sur\ eys offered specific questions in order to discover
the values conv eyed in the stories told by leaders in missional churches (see Appendix
A). I inquired into what participants valued about themseh es. their ministry, and their
churches. Sara, one of the lead pastors, said, "It's easy for me to connect with people."
Another lead pastor, Augie, shared the value of being a servant of Jesus Christ, calling it
the "most important thing in ministry." Other values evoked in this discussion included
compassion, reliability, leadership, positive work ethic and action.
Passion was a key value highlighted by interviewees. One interviewee, Linda,
said about ministry, "I get excited about all of it." Linda talked about passion, not only in
terms of her own passion to be involved in ministry, but also in terms of getting other
people involved in ministry. She said, "the more people I can get involved, the more we
can possibly do to help other people."
Helpingpeople was another core value revealed in my interviews. One
interviewee said. "That's mainly what I'm doing this for, to help others." She said, "I like
helping people."
Interviewees were also asked what they value about their congregations. Augie
talked about Bethany being "encouraging" and "appreciativ e." Bethany uses the phrase,
"a spirit of lo\ e" to remind them what they are to be about. Other leaders lifted up the
community values such as support and comfort. Others named \ alues related to outreach.
One interv iewee. Keith, talked about reaching out to others and presenting an image of
being a follower of Jesus. He talked about the importance of being "role models."
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Other values shared included a positive work ethic. Linda noted that her
congregation responds to whatever they are asked to do. In fact, she said that "the\ go
abov e and be> ond"" what they are asked. Barb V. said, "People are willing to gi\ e."
adding that they "want to give and to participate in doing something outside of
themseh es." Linda, who coordinates local mission efforts in her congregation, talked
about how her congregation "really steps up to the plate" as they work on a number of
projects.
Chiming in on this same theme, leaders from Ginghamsburg talked about impact.
Mike highlighted the value ofmaking a "global impact" and shared about the impact
Ginghamsburg is making around the world, particularly in Sudan right now. He
acknowledged that "God can take ordinary people, and when they really step out in faith,
he makes their lives a miracle."
Ginghamsburg' s global impact may result from their core value to serve. One
staff member at Ginghamsburg, Craig, said, "It has become part of the culture here to
serve." In fact, Kevin, another staffmember at Ginghamsburg, shared that his first
impression of the church was that "the people had the heart to serve." Craig added that
they tr\ to send the message that "the church goes into the world to go bring the kingdom
ofGod." Finally, Craig shared a slogan that helps them keep their focus on ministry:
"Minimize brick, maximize ministry."
Most questions, asked from the context of AI, were intended to elicit stories that
w ould be indicative of the \ alues at work in a missional cuhure. 1 asked participants to
tell a stoiy about a time when they saw their congregation contextualize the gospel.
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One pastor. Sara, told the story about her congregation's tradition of conducting a
"harvest supper." At one recent gathering, a troubled person from the community showed
up and members of the church responded to this long lost person with open arms. In fact,
one member said. "Oh. one of our children is back!" She shared that this experience
demonstrated how welcoming they could be. Sara described her congregation as being
"incredibK welcoming."
An interviewee from Morris UMC, Barb S.. talked about how her church's doors
are always open. At first, I thought she was simply alluding the current "Open Hearts,
Open Minds, Open Doors" marketing campaign of the United Methodist Church.
However, she stated that their doors are always open, literally. They keep their doors
unlocked as a sign of their church's openness to people in the community.
All three communicated stories that lifted up the importance of mission trips.
People from Morris had gone on trips to Cuba and were currently planning another one.
Each interviewee from Bethany shared stories about their mission trip to New Orleans in
the wake of damage from the 2005 storm. Hurricane Katrina. Augie noted, particularly,
how the congregation took ownership of that trip. Finally, one ofmy interviewees at
Ginghamsburg, a staffmember, had the primary responsibility of planning and
coordinating mission trips for the congregation. Ginghamsburg plans to send people out
on about thirty mission trips in 2008.
In a large church such as Ginghamsburg, one would expect to find many active
ministries. Mike noted, "So many people ser\ e here and so many ministries are bom out
of people." He shared one example, in particular. He talked about a w oman who v\orked
as an aid in one of the local schools and how she had a dream. She led her small group to
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take on the task of serv ing homeless people a meal on Monday ev enings. Not onh do
they feed people a meal, the> also provide a worship celebration with a short message
and communion. Mike informed me that they ha\ e over four hundred people coming for
a ministry that got its start less than a year ago. From one person's dream, Mike pointed
out. they now have a church of four hundred people ever) Monday night called Gateway
Community. Mike said. "She is just one example of hundreds of people who are
dreaming God's dreams and, by faith, acting them into reality" at Ginghamsburg.
I asked another question to help discover church values. Specitically. I asked the
participants what they perceived to be their church's core value, that core factor that if it
were removed would completely change their church. Augie highlighted Bethany's "local
outreach." saying, "this church has been known for being able to put forward enough
volunteers to do anything." Other interviewees talked about outreach as well and caring
for people. Barb V. said her church was "open to new things."
At the end of each interview, I asked participants what they sensed God was
calling their church to become and, specifically, what three wishes, or hopes, they had for
their church. Their responses revealed their sense ofmission and w hether or not their
core values were missional. Sara talked about relevance. She hopes that Morris will be "a
breath of fresh air within Christianity." Further, acknow ledging how challenging
connecting w ith and retaining young people can be, Sara hopes that her congregation will
be able to "keep the tweK e-year-olds engaged."
Other interviewees hoped that the\ could continue moving in the direction in
which they are already moving in. Barb S. said, "I think we're headed in the right
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direction with the mission trips." She also hopes for "more \\a\ s to reach out into the
community."
Augie would like to see his congregation "become more global in [their]
understanding ofmission." Keith, also from Bethany, would like to see more people
become activ e in the church's mission. The hope of seeing more people become part of
the church's mission seemed to be a common request among interviewees, including at
Ginghamsburg, which has five thousand people in weekly worship.
Ke\ in. a statt member from Ginghamsburg, expects to see his congregation
continue to be "heavily mission minded." In fact, lead pastor, Mike, shared how they are
moving forward as a church. The development of house churches is becoming a major
emphasis for them. Kevin, who is tasked with leading this effort, noted that church
leadership hopes for fifteen to twenty thousand people gathering in house churches
around the region in the next fifteen to twenty years. Mike refers to one of his strategies
as "multiplication" as opposed to "expansion." Rather than simply growing one place to
be larger, Mike suggests "multiplying venues and churches."
Finally. Mike shared about his passion�ministry in Sudan. He is praying that
Sudan, which is currently experiencing conflict and ethnic cleansing, becomes "an open
door for the gospel." He says they are currently doing humanitarian kinds of things there,
including water projects that will ser\ e a quarter of a million people. They have
completed two projects, and the third is delayed due to the current conflict. Mike hopes
for the resources to fulfill the promise he has made to the people of Sudan.
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Missional Leaders
A second area on w hich 1 focused in interv iew s w as that of intentional practices
ofmissional leaders (see Appendix A). 1 asked participants how they, or the leadership in
their churches, intentionally cultivated a sense ofmission. It is an important component
in the shaping of church culture. Mike talked about an organization's "DNA." saying.
"The local church w ill cany the DNA of the leader." Craig, one ofMike's staffmembers,
agrees and stated that "when the leader is passionate about the mission, and takes it in
that direction, that it becomes what gets reflected the community."
The three lead pastors demonstrated assertiveness in leadership. Sara, who had
only arrived at Morris about a year and a half earlier, said, "I told them that we had to do
this." She said. "There was no choice." Other interviewees from Morris seemed to agree,
saying somewhat playfully, "She's a little pushy." Her approach in working with the
church council was assertive, but with the youth, another group with which she worked in
shaping a sense ofmission, she simply "whispered in their ears," and they took
ownership of the vision. Sara, said, "My vision of cuhivation is empowering."
Augie. and interviewees from Bethany, talked about the annual meeting they
conduct to discuss their dreams and goals for the year ahead. Barb S. noted. "It comes in
bits and pieces." One participant referred to her pastor's "sense of enthusiasm and
excitement" as being helpful in communicating the church's mission.
Two of the three pastors have had fairly lengthy tenures at their churches. Augie
has been at Bethany for tweh e years and Mike has been at Ginghamsburg for twenty-
nine years. Mike listed length of stay as a key component in the shaping of church
culture.
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One thing Sara has tried to do in her brief stint at Morris is to bring new life to the
leadership by assimilating some of the new er members into leadership roles. IfMike's
experienee at Ginghamsburg is an> indication, she may be on the right track. Mike stated
that one of his core tasks w hen he first arriv ed at Ginghamsburg twenty -nine years ago
was "to create a new group of leaders." Mike warned, "You can't convince the
inconvincible." In his first few months, he began looking for people "whose hearts were
extremely warmed to the preaching." He approached them and asked them to meet with
others for Bible study. People from this group became his new leaders who would
ultimately carry the church forward in mission.
At Ginghamsburg, Craig noted the importance of the worship service, saying that
the worship service is their "primary tool" for cuhivating mission. He added that they
cultivate mission not only in what they do but also through the language they use. For
example, Ginghamsburg calls people "servants" instead of "volunteers." Instead of using
the word "announcements," they talk about "mission moments," which are geared toward
helping the church fulfill its mission of spreading the gospel.
Kevin, from Ginghamsburg, stated that they create venues where people can get
involved in the church's mission. He talked about "giving people the opportunity to do
something meaningful." Missionary values guide Ginghamsburg's ministry . Kevin said,
"It's just the mind-set here that we're going to go out into the world."
Mike talked about his strategy for shaping a missional culture. His starting point
is maturity that addresses the question of how one turns members from a focus on self to
a ser\ ant focus. A second area is calling people to a sacrificial mission, noting that
"[m]ost people in the church make donations but ne\ er sacrifice. You ha\ e to create a
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culture that leads people to sacrifice to experience transfomiation to a Christian
worldview."
Culture-Shaping Communication
A third major area in data collection dealt with the role of preaching and
communication in the shaping of a missional culture (see Appendix A). While
communication, in general, plays a major role, that is. communication through various
means such as newsletters, bulletins, and announcements, preaching was the form of
communication interviewees focused on.
Augie said that he preaches on the church's mission statement twice each year. He
says. "It becomes a challenge." He talks about how they might fulfill their mission and
how can they can help others know Jesus better, which Augie believes is the church's
mission. Augie said he tries to be "invitational" in his preaching, saying, "Let's join in
what God is doing." Augie views everyone as either "a mission field" or "a missionary."
He shared that on his first Sunday at Bethany more than twelve years ago, he told his
congregation, "If you don't know Jesus Christ talk to me. If you do know Jesus, talk to
somebody else."
Debbie, one of the interviewees from Bethany, commented on Angle's preaching:
"We really tr\ to get people involved." Linda noted also that Augie tries to mention in his
preaching a project or ministry on which the church is working as a means for people to
get involved in the mission of the church. Keith added that Augie is "good at
communicating Scripture with a particular need." Augie talked about the importance of
Scripture, and Debbie added that Augie believes that Scripture is \ itall\ important in
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equipping people to help others. Augie views preaching as "a crucial element in helping
to form the church o\ er time.
Sara, at Morris, also focuses on application. Barb S. commented. "Sermons are
"What would .lesus do?"" Barb V. said. "[T]here"s almost always that call to be in
mission."" Sara, reflecting on her own preaching, said, "It seems like most of m> sermons
culminate in that get-up-and-go."" Sara said that she spends a lot of time with the
Scripture, retelling the story and applying it to the current context and culminating the
message with an emphasis on "how we respond to God"s vision in the world.'"
Interv iewees from Ginghamsburg noted Mike"s intentionality. particularly in his
preaching. Mike said he plans his sermons long-term, looking at a year at a time. He uses
a team of people to help build the message and the worship service around a connection
to their outreach ministries. Mike says he is "always bringing them in,"" that is, he
connects what they are doing in the world with the sermon. Ginghamsburg incorporates a
lot of stories, including video stories, in their services, according to Kevin, who added,
"The whole service is kind of geared toward "go and serve," not 'come and be
entertained.""
Mike talked about his preaching strategy during his first year at Ginghamsburg as
an example of how he began to shape a missional culture. Specifically, he focused on
three things. One was to teach the nature of the church. To do so, he spent a year
preaching on the book of Acts. His first week was on Acts 2:38 and he talked about the
need for repentance. His second week was on baptism, which he described baptism in
terms of total surrender. When someone is baptized, that person is "dead, buried and out
of the way."" In Mike"s third week, he talked about being filled w ith the Holy Spirit. The
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presence of the HoK Spirit is necessary. Mike says, because '"this is the supernatural
ministry.""
Mike is intentional in his sermon preparation; he is also passionate. Staff
members at Ginghamsburg get a sense of Mike's passion and that passion gets reflected
in the congregation's actions as well. Craig noted that Mike communicates that, "faith is
action." Ke\ in stated, "He's always pushing people to go and do something."' adding that
making people "uncomfortable" is often necessary in "getting out there and doing it."" He
said. "There's always application to the sermon."
Making people uncomfortable may come with the territory of shaping a missional
culture. Mike, and one of his staffmembers, shared that one ofMike's spiritual gifts is
the "gift of irritation."" That gift comes through in the communicating ofMike"s vision.
Mike boldly states, "This is a missional church. This is a place where you come because
you want to make a difference in the world.""
Summary of the Chapter
This chapter presented the analysis of the data that was collected at Morris,
Bethany, and Ginghamsburg. The following findings emerged from the coding process.
and are explored more deeply in Chapter 5:
1 . Missional churches are driven by missionary values.
2. Missional churches are active in outreach.
3. Missional churches are led by missional leaders.
4. Missional leaders challenge the process in order to shape a missional culture.
5. Missional leaders equip people to put their faith into action.
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6. Missional leaders create venues where people can participate in the missional
life of the church.
7. Missional leaders value preaching as a powerful opportunit> for the shaping of
a missional culture.
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CHAPTER 5
DISCUSSION
Introduction of the Chapter
This study grew out of a desire to learn how to shape a missional culture. Many
churches today operate out ofmembership values rather than missionary values. Shaping
a missional culture is at the heart of a church becoming the transformational agent in the
world that God calls it to be.
Every church has its own unique culture. In Chapter 2, culture was defined in
terms of the makeup of beliefs, attitudes, and behaviors. Unfortunately, the culture of
many churches is not missional, which clearly limits their effectiveness in making
disciples of Jesus Christ and, therefore, their ability to be transformational agents in the
world. Therefore, the primary task of a missional leader becomes shaping a missional
culture.
Appreciative inquiry was used to conduct interviews at three sites to gather stories
related to church culture and how leaders have shaped missional cultures in their settings.
From these interviews, some important learnings emerged.
Values
Missional churches are acti\ e in outreach. Action flows out of people's values.
The foundation of any culture is the values that the people of the organization hold. These
are the beliefs and attitudes that lead to behaviors. The \ alues ofmany churches have led
to them become what Breen and Kallestad call a "purveyor of goods and services'"
[Pussionatt' Church 133). which is why McNeal calls for "a missional fix"" {Present
Future 1 8) for the church. This study has been an attempt to discover what such a
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missional fix might involve. 1 believe it starts with an investigation of the \ alues of a
church culture.
Missional churches are driven by missionary \ alues. The three churches where 1
conducted interviews seemed to bear this out. Serving was a keyword, especialh at
Ginghamsburg. Morris was described as "incredibh' welcoming," and all three churches
practiced outreach, both locally and outside of their immediate areas.
Values that I discovered in missional churches include love, compassion,
selflessness, courage, intentionality, and the desire to connect the gospel to the
surrounding culture. In other words, churches with missional values seek to share w hat
they have with those outside their immediate community of faith.
In Chapter I, I discussed Paul as a missional leader. I wrote that for Paul, a
missional life began with surrender. "My old self has been crucified with Christ. It is no
longer I who live, but Christ lives in me" (Gal. 2:20a). People who surrender to Christ
take on Christ's values. Mike addressed surrender, highlighting the role of baptism in
one's life. Baptism involves death to self When Christ followers are fully surrendered to
Christ, they take on Christ's values. So Christ followers who are fully surrendered to God
see God at work in the world with a missional heart. They, in turn, adopt God's
missionary values.
Missionary values lead people to connect with the surrounding culture and make
efforts to contextualize the gospel. In each interview I asked participants to relate a stor\
of a time w hen they saw someone or some group in their churches clearh contextualize
the gospel, that is. be the hands effect of Jesus in their world. Mike tells his congregation
that the> are the only hands and feet that Jesus has.
R. W illis 79
To shape a missional culture, leaders must begin by shaping the \ alues of the
people of the organization. As disco\ ered in the literature re\ iew and from the three
churches discussed here, shaping people's values takes place over a long period of time.
Shaping culture also requires leaders who are intentional about it and committed to the
process.
Action
Values are worthless without some resulting behavior. As has been discovered, a
great deal of action takes place in missional churches. All three churches studied here
were involved in local outreach efforts. All three churches also sent teams of people out
on missional trips. Interviewees talked about these trips with fondness, acknowledging
their impact, not only on the recipients of their efforts but also on the team members
themselves. Ginghamsburg, in particular, was making an impact around the world,
especially in Sudan. As I mentioned earlier, serving is a keyword in missional churches.
Missional churches are missional, essentially, because they understand themselves
as a sent people, people with a mission from God (Guder et al. 80). The keyword here is
�'sent." Missional communities see themselves "'as a 'sent people'" (4). The Church as a
sent people was certainly the message Jesus sought to convey to his disciples.
Specifically. Jesus informed his disciples that he was sending them just as he had been
sent by the Father. People who hold these \ alues will be actixely invoked in the world.
joining God in his work of restoration (McNeal. Present Future 19).
Nehemiah. discussed in Chapter 1, was a man of action. His heart led him to leave
the comfort of the palace w here he was serving to go to Jerusalem, w hich w as in ruins.
His values drove him to action even though the task would be very difficuU. Nehemiah
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somehow inspired the people of Jerusalem to action as well, and together, they
accomplished an incredible task�the rebuilding of the walls around the city of
Jerusalem.
Leadership
Missional churches are led by missional leaders. This point emphasizes the
importance of leadership, particularly missional leadership. Missional churches are not
missional by accident. Missional churches are missional due to the intentionality of the
leaders who have led them to be missional.
Ginghamsburg's Mike Slaughter was a great example of an intentional leader. He
was intentional from the beginning of his time at the church. He could tell me what his
first three sermons were, what the purpose of them was, and how he applied them.
Further, he could tell me what his major goals were during that first year and how he
realized them. Today Ginghamsburg is a missional church because Mike is a missional
leader.
Missional leaders understand, as stated in Chapter 2, that missiology is an
important part of missional cultures. Hirsch writes that missiology is "our sense of
purpose in the world" (143). Churches with a strong biblical missiology reach that point
because they have leaders with a strong sense ofmission.
In the New Testament, Paul, a leader with a strong missiology. ga\e birth to
missional churches, churches that were active in spreading the gospel of Jesus Christ for
the transformation of the world. Paul's missiologv continues to shapes leaders and
churches today through Paul's letters in the New Testament. In the same wa> . the
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apostles started and led missional mo\ ements because Jesus, the ultimate missional
leader, first developed them.
This sense ofmission will determine the direction leaders take in their
organizations. 1 believe missional leaders focus on ministry and mission as opposed to the
simple maintenance of the organization. Ginghamsburg's phrase about minimizing brick
and ma.ximizing ministry resonated with me. Unfortunately, in many churches, just the
opposite happens. Churches, particularly churches that operate out ofmembership values.
tend to be focused on the maintenance of the organization, if not the actual maintenance
of the building. However, the values of a missional leader will eventually rub off on the
organization and be reflected in the organization if the leader is intentional and stays
committed to the task. I agree with Mike, who said the values of the leader will be
reflected in the local church.
Challenging the Process
Staying committed to the task of shaping a missional culture is necessary because
shaping culture is an extremely difficult task. Missional leaders persevere and challenge
the process in order to shape a missional culture.
As discussed in Chapter 2. leadership is hard work (Stanley. Visioneering 259).
Leadership is ultimately about challenging the process where membership values reign.
Kouzes and Posner. who discuss the idea of challenging the process, note that leadership
usually involves change from the w ays things are (17). The work of change and
transformation is not for the faint of heart: it is risky business.
Mike certainly demonstrated perseverance in shaping a missional culture at
(jinghamsburg. .After arrix ing and beginning to challenge the process. man> people were
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not able to make the transition and left. Mike stayed the course, and today the church is
making a global impact. Leaders who challenge the process do so by setting high
standards. While Ginghamsburg reports five thousand people in weekly worship, only
about 1.500 people are members. Mike says, "If you are at Ginghamsburg church, you
serve. If not. there is a little Church of God or Methodist church down the street that will
accept you."
One of the reasons leadership in today's church is so challenging is because
leaders have been trained for ministry that tends to cater to membership values. Often.
churches operate from membership values because leaders have either allowed them to
do so or the leaders did not operate out of missional values, themselves. McNeal agrees
with this challenge, noting that the training ofmany leaders is inadequate to meet the
challenges of today's world {Present Future 122). The only thing that will change the
situation is for missional leaders to take on the task of shaping a missional culture no
matter the cost. The future of the church, and the effectiveness of the church, depends on
the willingness of leaders to challenge the status quo of their organizations.
In Nehemiah's day, everything changed when Nehemiah challenged the way
things were. He could have ignored the problems in Jerusalem, excusing himself from
action because challenging the status quo would simply prove to be too much trouble.
However, Nehemiah was driven by a set of values that would not let him ignore the
problems related to the broken down walls in Jerusalem. Nehemiah's \ alues directed his
behavior, and that behavior led to great difficulty. Because of Nehemiah's tenacity, he led
the people of Jerusalem in the rebuilding of the walls around the cit> .
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Many of Paufs letters, too. appear to be written in an effort to challenge the
process, the wa\ things were. Paul often wrote to deal with issues that were brewing in
churches. Clearly, Paul was not afraid to address problems in the church. Challenging the
process requires tenacity and courage. The reality is, any leadership endeavor requires
courage and risk (Stanley. Visioneering 125).
Equipping
Missional leaders equip people to put their faith into action. While many ministers
in the past were trained to do ministry, missional leaders know that impacting the world
takes everyone working together. Earlier, I discussed PauEs writings in Romans 12 and 1
Corinthians 12 where he explains the nature of the church as being the body of Christ.
Missional leaders, rather than performing the ministry alone, are tasked w ith the
responsibility of equipping others for the work ofministry. Such a belief was Paul's
understanding in Ephesians 4, where, building on the concept of the Church as the body
of Christ, he discusses the role of leaders in terms of equipping Christ followers to do
God's work (Eph. 4:12).
No greater example of equipping others for ministry exists than in the life of
Jesus. Jesus equipped a group of followers who would, in turn, impact the world in
amazing wa\ s.
In the churches 1 interview ed, the role and practice of equipping Christ followers
for ministry was particularly evident at Ginghamsburg where, in Mike's first year as
pastor, he began looking for new leaders to join him in mission. As he found them, he
inv ited them to be part of a small group of leaders whom he trained and developed to
help him lead Ginghamsburg to become a missional church. Missional leaders equip
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others because they know the God-given task of discipleship takes every one working
together. Interestingly, many of the interv iewees expressed the need for more people to
help with the task ofministry. No matter how many people are active in the church's
ministry . more people are always needed to be involved in the church's mission. The
belief that everyone is needed is what causes missional leaders to set high standards of
expectation; it drives leaders to make people with membership values uncomfortable
because they are always calling for people to sacrifice and to become invoked. Missional
leaders want people to be participants, not spectators.
Missional leaders, therefore, are constantly at work equipping people for ministry.
Equipping people, training them for ministry, is all part of the discipleship process in the
lives of Christ followers (McLaren, Generous Orthodoxy 223). Missional leaders train
people for mission so that everyone may be involved in the mission of the church.
Venues
Missional leaders create venues where people can participate in the missional life
of the church. In each of the churches where I conducted interviews, systems existed for
people to get involved through a number of local outreach efforts. Each church also
offered mission trips for people so that they could go and respond to people in areas of
great need. People in these churches had plenty of opportunities for ministry.
McNeal instructs leaders on the value of creating venues where people can put
their missionary values into practice {Present Future 61). To some degree, giving people
the opportunity to practice being missionaries is the purpose behind mission trips. For
example. Ginghamsburg. which is \ cry intentional about providing and coordinating
missions trips, nationally and internationally, has seen the \ alue of giving people an
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opportunity to practice being missionaries. Craig, who coordinates Ginghamsburg's
mission teams ministry . believes a lot of people come back and get more involved in
local mission efforts. �"Thev get on board." he said, and "a lot of people come back on
mission." Not only do people come back and get more involved, but they may also gain a
real sense of purpose. People will return from a mission trip and say. "This is what I'm
supposed to do, help homeless people," Craig reports. Craig tells people from the
beginning that one of the purposes of their mission trips is to inspire them to get involv ed
in the mission tleld in which they live. Mission trips provide missional leaders a great
opportunity to give people a chance to practice being missionaries.
Jesus understood the importance of creating venues to practice being
missionaries. He once sent out a large group of disciples to do ministry. Upon their
return, they discussed their learnings. Their practical field experience gave Jesus an
opportunity to do some intense training. A crucial part of shaping a missional culture is
creating venues for people to participate in the missional life of the church.
Preaching
Missional leaders value preaching as a powerful opportunity for the shaping of a
missional culture. As a "chief communication officer" (Mai and Akerson 2), missional
leader-communicators are intentional in their sermon preparafion. They plan sermons
over the course of time that will shape their congregations' understanding ofmission. A
strong point in each of the three churches was their application to the messages, that is.
sounding a call to action. All three communicators call people to action in their weekh
messages. They value the role of preaching in the shaping of a missional culture.
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In Chapter 1. several communicators were highlighted for shaping culture through
their communication. One important communicator was Moses who w as tasked w ith the
responsibility of shaping the culture ofGod's people. His task prov ed difficult, but in the
end, God's people successfully entered the land promised by God, albeit after Moses'
death. Barna argues that the future is best shaped by "visionary leaders" (17). Moses was
a \ isionary leader who shaped the future, and he tirelessly communicated his vision to
God's people.
Christ-following leaders have two major advantages over other kinds of leaders:
(1) They have the Holy Spirit who uhimately gives power to the communicator, and (2)
they have God's Word, which ultimately shapes people, more so than the
communicator's eloquence or giftedness. Communicating God's Word itself is an act of
"transformational leadership" (Quicke, 360-Degree Leadership 48).
Speaking God's words involves more than simply teaching people the Bible. If
shaping a missional culture depended simply on teaching Bible knowledge 1 believe the
church would be very missional. However, shaping a missional culture also involves
conveying God's heart and values and then calling for a response, application to the
words that have been communicated.
Perhaps the greatest value of preaching is that it is an act of cultiv ation. Missional
leaders have the opportunity every week to cultivate a missional understanding in people
in how they communicate God"s Word and how they call for a response to the message.
Missional leaders v alue preaching as a powerful opportunity for the shaping of a
missional culture.
R. W illis 87
Evaluation of the Study
The end of this stud> presents an opportunity for reflection to offer an ev aluation
ot the study, addressing areas of personal learning, which other researchers may find
helpful as well.
Selection of Sites
One of the first challenges that had to be maneuv ered was the selection of the
sites at which to interview. Because I worked through several personal contacts, I relied
on my contacts' understanding ofmy criteria. To minimize the chances of
miscommunication, and thus interviewing leaders at a site that did not fit my criteria. I
also shared my criteria with the lead pastors of the prospective sites to ensure that they tit
my criteria as well before scheduling interviews.
Appreciative Inquiry
Another challenge was preparing to use appreciative inquiry as my research
method. The challenge arose from the fact that most of the written material available is
related to AI as an organizational development (OD) tool, rather than an organizational
learning (OL) tool. The lack of research material meant that I had to do as much reading
as possible about the method to ensure that I would be able to use it as a research method.
Fortunately, in my ongoing research about Al. I discovered material written about AI as a
research strategy in the days just before starting my data collection, which served to
confirm the process I was developing.
Developing an interview protocol incorporating researcher-designed questions
was a concern as well. 1 wanted to collect the best data possible, which meant 1 needed to
ask the right questions. Conducting a pretest run-through at a pilot church provided the
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opportunity to test and hone the interview questions and gave me the confidenee I
needed, heading into the three site interviews.
AI provides a good framework for both OD and OL due to its focus on the
positive, life-giving forces of an organization. The process can be quite energizing as
momentum is generated throughout the experience. I particularly like the impro\ isational
nature of AI. AI has tremendous potential as a transformational tool for leaders who
desire to bring about positive change in the organizations they lead.
Many AI practitioners highlight AFs reaction against traditional problem-soh ing
approaches. However, rather than ignoring problems, AI has strong potential in
addressing problems. This entire study, in fact, was an attempt at addressing a problem,
that is, churches that operate out of member values as opposed to ones that operate out of
missionary values. As such, this study is evidence that an appreciative inquiry can serve
as a problem-solving strategy. AI as a problem-solving tool could be most helpful in
churches that are plateaued or declining, where problems are sometimes quite visible. In
these organizations, not addressing problems may be denying reality. The difference that
AI provides, however, is the manner in which it goes about addressing the problems. AI
gives leaders a tool for reframing the problem in its search for the organization's positive
life-giving forces.
Perhaps the main difference between using Al as an OL tool and using it as an
OD tool is that using the latter requires more work in the fmal innovale stage. As an OL
tool, the focus is on the tlrst three stages, culminating in the discover) of themes or
lessons learned. Hovve\ er. in organizations, leaders, particularly transformational leaders.
want to do more than learn lessons. Leaders want to discover the positive, life-gi\ ing
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forces of the organization in order to move the organization further ahead in its mission.
The innovate stage becomes much more important in OD.
The inquire and imagine stages also take on new emphasis in OD. particularK in
the area of vision casting. In OL, these stages represent the heart ofAI. Themes are
sought after and fleshed out through the collection and analysis of people's stories. In
OD. stories, metaphors, and images provide tremendous resources for leaders who seek
to communicate the vision of the organization. Nothing is more inspiring than the stories
that come from within the organization itself.
Finally, while AI is a naturally highly collaborative strategy, I foresee it being
even more collaborative as an OD tool in my work as a transformational leader. I will
endeavor to increase the level of collaboration. Specifically, I want to pursue greater
involvement among the people of the organization in all stages of the process, not least of
which is the final stage of developing practical steps for building on the positive, life-
giving forces of the organizafion. Nothing creates a greater sense of members" ownership
than playing a role in determining the direction of the organization.
Limitations
Several limitations existed in this study, including the fact that data was gathered
at only three sites. All three sites were predominantly Caucasian, and were located in
fairly close proximity to one another�Pennsyh ania, Ohio, and New York. To expand on
the research, a larger number ofmore demographically diverse sites could be included.
Pastoral Implications
The findings that emerged from this study present a framework and. in the
process, offer some pastoral implications. The first three findings are essentially
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statements about missional churches, and the last four findings explain tasks that
missional leaders practice in the shaping of a missional culture. Leaders will need to
determine how they will accomplish these tasks and apply them to their own contexts, but
1 offer the following specific implications.
Lead the Way
In order for churches to become missional, particularly in places where member
values outweigh missionary values, leaders must simply lead the way by modeling
missionary' \ alues and acting on the values in the way they li\ e their lives. At times, as
leaders encounter systems entrenched in member values, leading the way will particularly
involve challenging the process. Leaders may find appreciative inquiry helpful in their
efforts at creating transformational change in their organizations. Rather than focusing on
what is wrong in an organization, Al gives leaders an opportunity to look for the positive
core, the life-giving forces, in the organization and to build on that core. Thus, Al
provides a mechanism for a healthier transformation.
Prepare Others to Follow
Leaders who communicate the church's mission rely on others to take ownership
of the vision. As people begin this process, leaders must equip them to live out the
mission through preaching and other intentional discipleship and training opportunities in
the local church. Finally, as part of preparing people to follow and live out the mission.
leaders must provide venues where people can put their faith, passion, and gifts into
practice.
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Reinforce Vision through Missional Preaching
Pastors ha\ e a tremendous opportunit> to shape the church's culture through their
\veekl\ preaching. While not every message has to be specifically about the mission of
the church, every message can convey values that w ill help shape the culture of the
church. Leader-communicators must be intentional about making the most of the
tremendous opportunity they ha\ e through preaching.
Postscript
The beginning of this study coincided with a renewal of passion to be a change
agent for God in the world. Along with a renewed passion also came a growing
frustration with the prevalence ofmember values in the church. The problem this study
has sought to address was how to lead a congregation with strong member values to
becoming a congregation driven primarily by missionary values. As stated throughout
this study, the purpose of this research was to discover how leader-communicators shape
a missional culture. I entered this study wanting to learn how other missional leaders,
who had gone before me, had shaped a missional culture in their places ofministry. In
order for me to become the change agent for God I want to be, that I feel called to be.
shaping a missional culture is a puzzle that must be solved. Churches driven my member
values will simply not engage the world in transformational ways: only churches driven
by missionary values w ill transform the world for Jesus Christ.
The lessons learned during the course of this study will help me to take steps to
increase the missional makeup in my place ofministry . The findings that emerged from
m> data collection and data analysis will serve as a framework for me to begin
implementing where 1 serve as 1 continue my journe\ to shape a missional culture.
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As this study concludes. 1 see several areas for future research related to the
shaping of a missional culture in local churches, including a closer look at the values that
drive missional churches. Also worthy of study is the specific actions or ministries of
missional churches. Other research could look more closely at the change methods used
in churches that transition from member to missionary' values. Research could focus on
the methods and/or curriculum used to equip people for missional ministry. Finally.
research needs to take a closer look at the act of preaching in a missional context.
particularly looking at the purpose and the content of sermons communicated by leader-
communicators in missional contexts.
A little more than a year after scribbling on a piece of scrap paper at a Christian
music concert the words, '"I want to change the world," I am as passionate as ever to be a
change agent for God in the world. The lessons learned through this study provide me
with a framework to be more of a transformational leader in my place ofministry. May
God use me to change the world for the glory ofGod.
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APPENDIX A
Appreciative Inquiry Interview Guide
Opening Statement
Thank you for participating in this study. My goal is to discover how leader-
communicators shape a missional culture.
In this inter\ iew, I want to gather stories about times when you have seen things working
at their best, missionally. This focus may be a bit different from other approaches where
the focus is often on things that aren't working well and on how we can fix them. But in
this inter\ iew, I want to find out about this church's best practices. Your stories, along
with others, will be collected so that themes can be discovered that will help me
understand how leader-communicators shape missional cultures.
Lead-In Questions
1 . Tell me about your beginnings with this church. What attracted you to this
congregation? What were your first impressions?
2. Looking at your entire experience, describe a high point, a time when you feh most
alive or most excited about your involvement in this congregation? What made it a
high point for you?
3. Let's talk for a moment about the things you value deeply about yourself your work,
and your church. Without being modest, what do you value most about yourself?
What do you value most about your work? What is the single most important thing
this congregation has contributed to your life?
Topic Questions
Missional Culture. Every church has its own unique culture or DNA. A missional culture
is a place where missionary values trump membership values. Missional cultures want to
change/impact the world by making disciples of Jesus Christ by contextualizing the
gospel and connecting the gospel to the surrounding culture.
Describe a time when this congregation particularly contextualized the gospel, when they
connected the gospel to the surrounding culture. What happened? What did the
congregation do? Who was involved? What was it about what they did that caused it to
be so impacting?
What s> mbols or stories or heroes/role models come to mind when > ou think about this
church? How did they get started? How have they been perpetuated?
What is the core factor/value of this church? What is it that, if it did not exist, w ould
make your church totally different than it currently is?
Shmn^'IIIlitre. Understanding church culture is \ ital. Culture shapes how wc think
about and see the world. Missional leaders seek to shape the culture so that God's
mission is central, that God's mission becomes the "operating system" for the church.
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I like the word cultivation. Describe how you/your leaders cultivate a sense ofmission in
this congregation. I low do you model the way. inspire vision, challenge the process.
enable others to act. and encourage the heart?
In \ our opinion, w hat is the most important achie\ ement > ou can recall that has helped to
shape a missional culture in this congregation? What happened? What was h about \ ou
(unique qualities you have) that made it possible to achieve this resuh? What
organizational factors (e.g., leadership, teamwork, and/or culture) fostered this
determination to excel or achieve?
Leadership Communication. Leaders play a key role in shaping the culture of an
organization, particularly through their communication.
What do you/your leaders do to heighten a sense of mission among the members of this
congregation?
How does the mission get communicated here? What is the role of preaching in shaping
the culture of the congregation? How would you describe the style of your preaching
(teaching, encouraging, storytelling, etc.)?
Give me an example of how you have (or the leader has) attempted to shape a missional
culture through (your) preaching. Tell me a about a sermon (or series of sermons) that
stands out. What was it about? Why does it stand out? What impact did it have on the
congregation?
Concluding Questions
Looking forward to the future, what do you see this church being called to become?
If you could develop or transform this congregation in any way, what three things would
you do to maximize the missional inv olvement of this church? In other words, if you had
three wishes for the future of this congregation, w hat would they be?
R. Willis 95
WORKS CITED
Allan. Julie. Gerhard Fairtlough. and Barbara Heinzen. The PoMer of the Tale: Using
Sarratives for Organisational Success. West Sussex. England: John Wilev . 2001.
Band>'. Thomas G. Kicking Habits: Welcome Relieffor .Addicted Churches. Nashville:
Abingdon. 2001.
�
. Moving Off the Map: A Field Guide to Changing the Congregation. Nashville:
Abingdon, 1998.
Barna, George. Turning Vision into Action. Ventura, CA: Regal, 1996.
Belasco, James A. Teaching the Elephant to Dance: The Manager 's Guide to
Empowering Change. New York: Penguin Group, 1990.
Borden. Paul D. Direct Hit: Aiming Real Leaders at the Mission Field. Nashville:
Abingdon. 2006.
Branson. Mark Lau. Memories. Hopes, and Conversations: Appreciative Inquiry and
Congregational Change. Hemdon, VA: Alban Institute, 2004.
Breen, Michael, and Walt Kallestad. The Passionate Church. Colorado Springs: Cook
Communications Ministries. 2001.
�
. A Passionate Life. Colorado Springs: Cook Communications Ministries, 2005.
Bullard, George W.. Jr. Pursuing the Full Kingdom Potential of Vour Congregation. St.
Louis: Lake Hickory , 2005.
Bushe. Gervase R. "Appreciative Inquiry Is Not about the Positive." OD Practitioner:
Journal of the Organization Development Xetwork 39.4 (Aug. 2007): 30-35. 28
I-eb. 2008 <http://u\vw.gervasebushe.cayAl_pos.pdf>.
R. Willis 96
�
. "Five Theories of Change Embedded in Appreciative Inquiry ." Paper presented at
18"^ Annual World Congress ofOrganization Development. Dublin. Ireland. 14-
18 July 1998. 8 pp. 5 Jun. 2007 <http://\v\v\v.ger\'asebushe.ca/ai5.pdt>.
�
. "Generativity and the Transformational Potential of Appreciative Inquiry ." Jun. 2007.
1 1 pp. 28 Feb. 2008 < http://\v\v\v.gervasebushe.cay
AI%20and%20generativity.pdt>.
Collins. James C. and Jerry 1. Porras. Built to Last: Successful Habits of \ 'isionary
Companies. New York: HarperBusiness, 2002.
Cooperrider. David. "Peter Drucker" s Advice for Us on the New AI Project: Business as
an Agent of World Benefit."" Current Commentary on AI and Positive Change.
Appreciative Inquiry Commons. 23 Mar. 2003. 5 Jun. 2007 <http://
appreciativeinquiry.case.edu/intro/commentMar03.cfm>.
�
. "Positive Image, Positive Action: The Affirmative Basis ofOrganizing."" Appreciative
Inquiry: An Emerging Direction for Organization Development. Ed. David L.
Cooperrider, Peter F. Sorenson. Jr., Therese F. Yeager, and Diana Whitney.
Champaign, IL: Stipes, 2001. 20 Sep. 2001. 5 Jun. 2007 <http://
www.stipes.com/aichap2.htm>.
Cooperrider. David L. and Suresh Srivastva. "Appreciative Inquiry in Organizational
Life."" Appreciative Inquiry: An Emerging Direction for Organization
Development. Ed. David L. Cooperrider. Peter F. Sorenson. Jr.. Therese F.
Yeager. and Diana Whitney. Champaign, IL: Stipes. 2001. 20 Sep. 2001. 5 Jun.
2007 <http: '/www. stipes.com/aichap3.htm>.
R. Willis 97
Cooperrider. Da\ id L., Diana Whitney, and Jacqueline M. Sta\ ros. Appreciative Inquiry
Handbook. Brunswick. OH: Crown Custom, 2005.
Creps. Earl. Off-Road Disciplines: Spiritual Adventures ofMissional Leaders. San
Francisco: Jossey-Bass, 2006.
Cresswell. John W. Research Design: Qualitative. Quantitative, and .Mixed Method
Approaches. Thousand Oaks, CA: Sage, 2003.
Deal, Terrence E. "Culture. Change, and Loss." MLE Bulletin 3.1 (Dec. 1989): 1-2.
Deal, Terrence E., and Allan A. Kennedy. Corporate Cultures: The Rites and Rituals of
Corporate Life. Reading, MA: Addison-Wesley, 1984.
Easum, William M.. and Thomas G. Bandy. Growing Spiritual Redwoods. Nashville:
Abingdon, 1997.
Eitington, Julius E. The Winning Trainer: Winning Ways to Involve People in Learning.
Boston: Butterworth-Heinemann, 2002.
"Explore Ginghamsburg." Ginghamsburg Church. 12 Dec. 2007 <http://
ginghamsburg.org/history/>.
Fairholm, Gilbert W. Leadership and the Culture of Trust. Westport, CT: Praeger. 1994.
Filson, Floyd. .4 Commentary on the Gospel According to St. Matthew. London: Adam &
Charles Black. 1960.
Ford, Leighton. Transforming Leadership: Jesus' Way ofCreating Vision. Shaping
Vahies. and Empowering Change. Downers Grove, IL: InterVarsity. 1991.
France. R. T. The Gospel According to Matthew: An Introduction and Commentary.
Grand Rapids: lierdmans. 1985.
R. Willis 98
Irost. Michael, and Alan Hirsch. The Shapmg of Things to Come: Innovation and
Mission for the 21st-century Church. Peabody. MA: Hendrickson. 2003.
Glaser. Judith, E. Creating We: Change I-Thinking to We-Thinking Build a Healthy
Thriving Organization. Axon. MA: 2005.
Grant. Suzanne and Maria Humphries. "Critical Evaluation of Appreciative Inquiry-
Bridging an Apparent Paradox." Action Research 4 (2006): 401-418. 28 Feb.
2008 <http://arj.sagepub.com/cgi/ content/abstract/4/4/401>.
Guder. Darrell L.. et al. .Missional Church: A Vision for the Sending of the Church in
Xorth .America. Grand Rapids: Eerdmans, 1998.
Hagner, Donald A. Matthew 14-28: Word Biblical Commentary. Vol. 33B. Dallas: Word,
1995.
Hammond, Sue Annis. The Thin Book ofAppreciative Inquiry. Bend, OR: Thin Book,
1998.
Harkins, Phil. Powerful Conversations: How High-Impact Leaders Communicate. New
York: McGraw, 1999.
Hamish, James A. You Only Have to Die: Leading Your Congregation to New Life.
Nashville: Abingdon, 2004.
Herrington. Jim. R. Robert Creech, and Trisha Taylor. The Leader ,s Journey: Accepting
the Call to Personal and Congregational Transformation. San Francisco: Jossey-
Bass, 2003.
Hirsch, Alan. The Forgotten Ways: Reactivating the Missional Church. Grand Rapids:
Brazos, 2006.
Hunter, George G.. 111. Church for the Unchurched. Nashville: Abingdon. 1996.
R. Willis 99
Hybels, Bill. Courageous Leadership. Grand Rapids: Zondervan. 2002.
�
. Holy Discontent: Fueling the Fire That Ignites Personal Vision. Grand Rapids:
Zondervan, 2007.
�
. IVhen Leadership and Discipleship Collide. Grand Rapids: Zonder\'an, 2007.
Keener. Craig S. The IVP \e\v Testament Commentary Series: .Matthew . Downers Grove,
IL: InterVarsity. 1997.
Kimball. Dan. The Emerging Church. Grand Rapids: Zondervan, 2003.
Kinni, Theodore. "The Art of Appreciative Inquiry." Working Knowledge for Business
Leaders. 22 Sept. 2003. 5 Jun. 2007 <http://hbswk.hbs.edu/archive/3684.html>.
Kotter, John P. Leading Change. Boston: Harvard Business School, 1996.
Kouzes, James M., and Barry Z. Posner. The Leadership Challenge. San Francisco:
Jossey-Bass, 2003.
Lewis, Robert, and Wayne Cordeiro. Culture Shift: Transforming Your Church from the
Inside Out. San Francisco: Jossey-Bass, 2005.
Ludema, James D., and C. Keith Cox. "Appreciative Inquiry as a Process of Generative
Theory ^\xMmg." . \ I Practitioner no\. 2007: 17-19.
Mai, Robert, and Alan Akerson. The Leader as Communicator: Strategies and Tactics to
Build Loyalty. Focus Effort, and Spark Creativity. New York: Amacom, 2003.
Mallory. Sue. and Brad Smith. The Equipping Church Guidebook. Grand Rapids:
Zondervan, 2001.
Martoia, Ron. Morph: The Texture ofLeadership for Tomorrow's Church. Lo\ eland,
CO: Group, 2002.
Maxwell. John C. ed. The Maxwell Leadership Bible. Nashville: fhomas Nelson. 2002.
R. Willis 100
McLaren. Brian D. . / Generous Orthodoxy: IVhy I Am a Missional. Evangelical.
Post^ Protectant. Liberal Con.servative. Mystical Poetic. Biblical.
Charismatic Contemplative. Fundamentalist Calvinist. Anabaptist/Anglican.
Methodist. Catholic. Green. Incarnational. Depressed-Yet-Hopeful, Emergent.
Unfinished Christian. El Cajon, CA: Youth Specialties. 2004.
�
. More Ready Than You Realize. Grand Rapids: Zondervan, 2002.
McManus, Erwin Raphael. An Unstoppable Force: Daring to Become the Church God
Had in Mind. Loveland, CO: Group, 2001.
�
. Uprising: A Revolution of the Soul. Nashville: Nelson, 2003.
McNamee, Sheila. Foreword. Appreciative Inquiry: Research for Change. By Jan Reed.
Thousand Oaks, CA: Sage, 2007. vii-x.
McNeal, Reggie. The Present Future: Six Tough Questions far the Church. San
Francisco: Jossey-Bass, 2003.
�
. A Work ofHeart: Understanding How God Shapes Spiritual Leaders. San Francisco:
Jossey-Bass. 2000.
Nolland, John. The Go.spel ofMatthew: A Commentary on the Greek Text. Grand Rapids:
Eerdmans, 2005.
Peterson, Eugene H. The Message: The Bible in Contemporary Language. Colorado
Springs: NavPress, 2002.
Quicke, Michael J. 360-Degree Leadership: Preaching to Transform Congregations.
Grand Rapids: Baker, 2006.
.... 360-Degree Preaching: Hearing Speaking and Living the Word. Grand Rapids:
Baker, 2003.
R. Willis 101
Quinn. Robert E. Deep Change: Discovering the Leader Within. San Francisco: Jossey-
Bass. 1996.
Raelin. Joseph A. Creating Leaderful Organizations: How to Bring Out Leadership in
Everyone. San Francisco: Berrett-Koehler. 2003.
Reed. Jan. Appreciative Inquiry: Researchpr Change. Thousand Oaks, CA: Sage, 2007.
Reed. Jan, and Lena Holmberg. "Impact of Appreciative Inquiry on Research:
E.xperience, Reflections, and Thoughts for the Future." AI Practitioner Nov.
2007: 1-4. 7 Nov. 2007 < http://wwv\ .aipractitioner.com/Pagefiles/guestedintros/
071 lguestintro.pdf>.
Roberts, Carol M. The Dissertation Journey: A Practical and Comprehensive Guide to
Planning. Writing, and Defending Your Dissertation. Thousand Oaks, CA: Sage,
2004.
Robinson, Anthony B. Tran.sforming Congregational Culture. Grand Rapids: Eerdmans,
2003.
Rogers. Patricia J., and Dugan Fraser. "Appreciating Appreciative Inquiry."' Using
Appreciative Inquiry in Evaluation 100 (2003): 75-84.
Roxburgh, Alan, and Fred Romanuk. The Missional Leader: Equipping Your Church to
Reach a Changing World. San Francisco: Jossey-Bass. 2006.
Sanders, J. Oswald. Spiritual Leadership. Chicago: Moody. 1994.
Slaughter. Michael. Unlearning Church: Just When You Thought You Had Leadership
All Figured Out! Lo\ eland, CO: Group. 2002.
Smith. Robert H. .Matthew: Augsburg Commentary on the .\'ew Testament. Minneapolis:
Augsburg. 1989.
R. Willis 102
Southerland. Dan. Transitioning. Grand Rapids: Zondervan. 2002.
Stanley . Andy. Making Vision Stick. Grand Rapids: Zonderv an. 2007.
�
. Next Generation Leader. Sisters, OR: Multnomah. 2006.
�
. Visioneering: God's Blueprint for Developing and Maintaining Personal Vision.
Sisters, OR: Multnomah, 2005.
Stanley . Andy, and Lane Jones. Communicatingfor a Change. Sisters. OR: Multnomah,
2006.
Sweet, Leonard 1. AquaChurch. Loveland, CO: Group. 1999.
�
. Summoned to Lead. Grand Rapids: Zondervan. 2004.
Sweet, Leonard 1., Brian D. McLaren, and Jerry Haselmayer. A is for Abductive. Grand
Rapids: Zondervan, 2003.
Tesch, Renata. Qualitative Research: Analysis Types and Softyvare. New York:
Routledge, 1990.
Watkins. Jane Magruder, and Bernard J. Mohr. Appreciative Inquiry: Change at the
Speed ofImagination. San Francisco: Jossey-Bass, 2001.
Weems, Lovett H. Church Leadership: Vision. Team. Culture and Integrity. Nashville:
Abingdon. 1993.
Wenham, Gordon J. Genesis 1-15: Word Biblical Commentary. Vol. 1. Waco: Word,
1987.
Whitney . Diana Kaplin and Amanda Trosten-Bloom. The Power ofAppreciative Inquiry:
A Practical Guide to Positive Change. San Francisco: Berrett-Koehler. 2003.
Wiersma. William, and Stephen G. Jurs. Research .Methods in Education: An
Introduction. Boston: Pearson. 2005.
R. Willis 103
Willimon. William H. Pastor: The Theoh)gy ami Practice ofOrdained Ministry.
Nashville: Abingdon. 2002.
Yamauehi. l^dw in. The Expositor 's Bible Commentary: Sehemiah. Grand Rapids:
Zondervan. 1988.
